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Copyright

The Competency Standards for Advanced Customer Service (ACS) is a document for the development
of curricula, teaching and learning materials, and assessment tools. It also serves as the document for
providing trainings consistent with the requirement of industry in order for individuals who passed through
the set standard via assessment would be qualified and settled for a relevant job.

This document is owned by the Finance Division of the Ministry of Finance of the People‘s Republic of
Bangladesh, developed under the Skills for Employment Investment Program (SEIP).

Public and private institutions may use the information contained in this standard for activities benefitting
Bangladesh.

Other interested parties must obtain permission from the owner of this document for reproduction of
information in any manner in whole or in part of this Skills Standard, in English or other languages.

This document is available from:

Skills for Employment Investment Program (SEIP) Project
Finance Division

Ministry of Finance

Probashi Kallyan Bhaban (Level — 16)

71-72 Old Elephant Road

Eskaton Garden, Dhaka 1000

Telephone: +8802 551 38598-9 (PABX), +8802 551 38753-5
Facsimile: +8802 551 38752

Website: www.seip-fd.qgov.bd
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How to Use this Competency-based Learning Materials

Welcome to the competency-based learning material for Advanced Customer Service (ACS) for use in
IT/ITES Sector works. These modules contain training materials and learning activities for you to complete
in order to become competent and qualified as a skilled worker.

There are four (4) modules that make up this course which comprises the skills, knowledge and
attitudes required to become a skilled worker including:

Demonstrate Knowledge on Advanced Customer Service.
Lead and Manage Team for Contact Center.

Operate Contact Center Processes.

Manage & Track the Team Performance.

PN~

As a learner, you will be required to complete a series of activities in order to achieve each learning
outcome of the module. These activities may be completed as part of structured classroom activities or
simulated workplace demonstrations.

These activities will also require you to complete associated learning and practice activities in order to
gain the skills and knowledge needed to achieve the learning outcomes. You should refer to Learning
Activity pages of each module to know these quence of learning tasks and the appropriate resources to
use for each task.

This page will serve as the road map towards the achievement of competence. If you read the
Information Sheets, these will give you an understanding of the work, and why things are done the way
they are. Once you have finished reading the Information Sheets, you will then be required to complete
the Self-Check Quizzes.

The self-check quizzes follow the Information Sheets in this learning guide. Completing the self-check
quizzes will help you know how you are progressing. To check your knowledge after completion of the
Self- Check Quizzes, you can review the Answer Key at the end of each module.

You are required to complete all activities as directed in the Learning Activity and Information Sheet.
This is where you will apply your newly acquired knowledge while developing new skills. When working
high emphasis should be laid on safety requirements. You will be encouraged to raise relevant queries or
ask the facilitator for assistance as required.

When you have completed all the tasks required in this learning guide, formal assessment will be
scheduled to officially evaluate if you have achieved competency of the specified learning outcomes and
are ready for the next task.
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Module 1: Demonstrate Knowledge on Advanced Customer Service

Advanced
Customer Service
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Module 1: Demonstrate Knowledge on Advanced Customer Service

.

S}Q‘ MODULE CONTENT

Module Descriptor:  This unit covers the knowledge, skills and attitudes required to demonstrate
knowledge on advanced customer service. It specifically includes illustrating
concept of Advanced Customer Services (ACS), interpreting contact center
structure and functions, and interpreting customer service leadership.

Nominal Duration: 60 hours

LEARNING OUTCOMES:

Upon completion of this module, trainee/student will be able to:

1.1 lllustrate concept of Advanced Customer Services (ACS).
1.2 Interpret contact center structure and functions.
1.3 Interpret customer service leadership.

PERFORMANCE CRITERIA

Elements of advanced customer services are explained.
Customer Lifetime Value (CLV) in customer services is defined.
Target Customers and customers' needs are interpreted.
Customer satisfaction metrics in contact center service is defined.
The opportunities to increase customer expectations are identified.

- A A A
OO wWN -

Contact Center components are described.
Organizational structure is illustrated.

Contact Center setup requirements are identified.
Contact Center Process Blueprint is expressed.
Service levels of a Contact Center is explained.
Contact Center matrices/KPIs are described.

[ N G G
NN
OO wWN -

Traits of a leader are interpreted.

Role and responsibilities of team leader are described.

3-P operational framework is interpreted.

Procedures to develop capacity of a team leader are explained.

- A
AP ODN -
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Learning Outcome 1.1 - lllustrate concept of Advanced Customer Services
(ACS).

CONTENTS:

CUSTOMER SERVICE: Understanding Different Degrees of Customer Service

ELEMENTS OF ADVANCED CUSTOMER SERVICE: Customer [Value-Satisfaction-Experience]
CUSTOMER VALUE: Loyalty and CLV

UNCOVER CUSTOMER NEEDS: Follow Order to Meet

CUSTOMER EXPECTATIONS: How to Manage and Exceed.

CUSTOMER EXPERIENCE (CX): Overall Customer Satisfaction

Assessment Criteria:

Elements of advanced customer services are explained.
Customer Lifetime Value (CLV) in customer services is defined.
Target Customers and customers’ needs are interpreted.
Customer satisfaction metrics in contact center service is defined.
The opportunities to increase customer expectations are identified.

b=

Resources Required:

Students/trainees must be provided with the following resources:

Workplace (actual or simulated).
Tools, equipment and facilities appropriate to the process or activity.
Materials relevant to the proposed activity.

Learning Activity — 1.1

Learning Activities Resources / Special instructions / References

= |nformation sheets: 1.1.1 to 1.1.2

1.1 lllustrate concept of Advanced =  Self-Check Quiz: 1.1.1t01.1.2
Customer Services (ACS). = Answerkey: 1.1.1t01.1.2

CBLM — Advanced Customer Service (ACS) (Student Guide).
October 2022 Skills for Employment Investment Programme (SEIP) Page 10 of 411



Information Sheet — 1.1.1

Learning Objectives: To interpret concept of different degrees of Customer Service.

CUSTOMER SERVICE: Understanding Different Degrees of Customer Service

Content Summary:

What Is Customer Service and Why is It so Important?
Customer Service for Businesses.
Understanding Different Degrees of Customer Service:
1. What is Good Customer Service?
4P's Characteristics of Good Customer Service
2. What is Great Customer Service?
The key components of great customer service
3. What is Quality Customer Service?
The core principles governing the quality of customer service
4. What is Excellent Customer Service?
The Key Drivers to make Excellent customer service that reduce churn rate.
5. What is Exceptional Customer Service?
The Key Ways to deliver Exceptional customer service that improves retention.
6. What is Extraordinary Customer Service?
The Key Factors to provide extraordinary customer service that generate referrals.
7. What is Outstanding Customer Service?
The Key Steps Towards Delivering Outstanding Customer Service.

What Is Customer Service and Why is it so Important?

Customer service is the direct one-on-one interaction between a consumer making a purchase and a
representative of the company that is selling it. Most retailers see this direct interaction as a critical factor
in ensuring buyer satisfaction and encouraging repeat business.

Customer service covers any interaction between
an organization and a customer. These
interactions include everything from solving
problems and answering questions to teaching a
customer how to use a product or service.
Customer service and support is a crucial
department that can determine -- for better or
worse -- the success of an organization.

Customer service representatives are the main
line of contact between an organization and its
customers, making CX (Customer Experience) a
critical facet and the main priority. Offering
amazing customer service is important if you want to retain customers and grow your business.

Customer service is an essential component of building strong customer relationships and ensuring
customer satisfaction. When businesses provide excellent customer service, they can increase customer
loyalty, generate positive word-of-mouth recommendations, and improve their overall reputation.
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Customer Service for Businesses

What's your company‘s most valuable asset? It may be your great product, supportive shareholders, or
dedicated team that comes to mind. But you will certainly agree that without satisfied customers, you‘re
out of business. And that can be achieved by delivering extraordinary customer service.

Satisfied customers are the lifeblood of any business. It takes a lot of money to acquire a new customer,
so business owners need to do what is necessary to ensure these customers come back. Many retailers
try to encourage repeat business through sales and promotions, but one shouldn‘t underestimate the
importance of good customer service.

An organization ensures to keep relationships with their customers and treat them extra special. It is very
important for any organization to treat their customers well and care for them in order to be successful in
their business.

Customer Service and Customer satisfaction is the basic ingredient these days. The customer considers
this skill to be part of their lifestyle and hence it is crucial for us to go beyond the ordinary and create a
memory for the customer when we serve them. Successful business owners understand the need for
good customer service instinctively. Enterprises conduct in-depth studies and have concluded some key
components.

Understanding Different Degrees of Customer Service

Overall, businesses that provide exceptional customer service can build stronger customer relationships,
increase customer loyalty, and improve their overall reputation. By understanding the different degrees of
customer service and tailoring their approach to meet the needs of their customers, businesses can
create a competitive advantage in their market.

It is an excellent tactic since greater retention leads to significantly higher profits. In fact, an increase in
retention rates of just 5% can boost profits from 25% to 95%.

Many customer-centric companies strive to differentiate themselves from the competition by offering
good to outstanding customer service.

Customer service can be categorized into different degrees or levels based on the level of
support and assistance provided to customers. Here is a brief overview of the different degrees of
customer service in business:

Understanding Different Degrees of Customer Service
1 | Good Customer Service Boost Business Revenue
2 | Great Customer Service Showcases Brand Image & Values
3 | Quality Customer Service Higher Customer Lifetime Value
4 | Excellent Customer Service Reduce Customer Churn
5 | Exceptional Customer Service Increase Customer Retention
6 | Extraordinary Customer Service Generates Referrals
7 | Outstanding Customer Service Aligns Goals & Processes
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1. What is Good Customer Service?

The key to good customer service is building good relationships with your customers. A happy customer
will return often and is likely to spend more. Good customer service goes a long way and promotes more
sales opportunities because you‘re building a company with a reputation for always wanting to impress
its customers.

Good Customer Service = Boost Business Revenue

One of the key reasons for the importance of customer service in a business is because it correlates to
revenue: 84% of organizations working to improve customer service report an increase in revenue.

Putting is simple — prioritizing good customer service in organization increases revenue.

Characteristics of Good Customer Service

Customer service is the act of taking care of the customer's needs by providing and delivering
professional, helpful, high-quality service and assistance before, during, and after the customer's
requirements are met. Customer service is meeting the needs and desires of any customer. 4P‘s
characteristics of good customer service include:

o Promptness: Promises for delivery of products must be on time. Delays and cancellations of
products should be avoided.

o Politeness: Politeness is almost a lost art. Saying 'hello,' 'good afternoon,' 'sir,' and 'thank you
very much' are a part of good customer service. For any business, using good manners is
appropriate whether the customer makes a purchase or not.

o Professionalism: All customers should be treated professionally, which means the use of
competence or skill expected of the professional. Professionalism shows the customer they're
cared for.

o Personalization: Using the customer's name is very effective in producing loyalty. Customers
like the idea that whom they do business with knows them on a personal level.

To ensure you provide the good customer service:

* Learn what your customers consider to be good customer service
* Try to find out your customers* expectations
* Follow up on both positive and negative feedback
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2. What is Great Customer Service?

Great customer service involves providing services promptly by using advanced customer engagement
tools. It is the act of taking care of the customer's needs by providing product/service before, during, and
after the customer's requirements are met.

IGreat Customer Service= Showcases Brand Image & Values|

Brands that exhibit the best brand awareness gain popularity and fortune. And positive customer
experiences play a huge role in brand awareness, as they often lead to word-of-mouth advertising.

Usually, customers choose to become the customer of a company because of their reputation for great
customer service.

Studies show that 55% of people will pay more for great customer service. When you build a brand
awareness strategy around customer loyalty, you‘ll see authentic and sustainable growth.

Great customer service allows you to:

e Ask for customer feedback to improve your product & services
e Gain new and repeat customers that add value
e (o the extra mile and deliver an unforgettable experience

The key components of great customer service are as follow:

o Addressing the issues raised by customers in real-time is critical. Requiring a customer to wait in
queue sours an interaction before it begins.

e Customer service should be a single-step process for the consumer. If a customer calls a
helpline, the representative should be able to provide the first contact resolution.

e |f a customer is routed to a department/team, the original representative should follow up with the
customer to ensure that the problem is resolved.

3. What is Quality Customer Service?

Diving right in with specific customer service techniques, or you could start with the core principles
governing the quality of great customer service in the first place. They are:

Speed,

Accuracy,

Clarity,
Transparency, and
Accessibility.

aRhwb=
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Focus on a few things to maintain quality customer service:

» Understand your customers’ needs and meet them

* Deliver consistent customer service across all communication channels
* Focus on your core product design to lure customers

* Realize what is follow up in customer service and implement its virtues

Quality Customer Service = Higher Customer Lifetime Value

Customer lifetime value (CLTV) is the amount of revenue that you can expect from a customer over the
period that your service will be provided to them.

An increasing CLV means that your customers are spending more money each time they order.

Providing quality customer
service is a great way to
increase CLTV. If customers
have a positive shopping
experience, they will be more
likely to buy from you again.
It's also easier to market new
products to existing
customers.

Best customer service
techniques to increase CLTV
are:

e Better communications based on well-researched buyer personas and customer
segmentation.

e Go above and beyond by sending a personal thank you message, offer a special gift or deal
based on a customer‘s unique preferences.

e Create a loyalty program as it is an effective tool for increasing CLTV, with a 20%

o Take a proactive approach to train your team to ensure their standards for customer service
are through the roof.

4. What is Excellent Customer Service?

Excellent customer service is defined as going the extra mile in making a customer highly
satisfied with both the products or services of your company.

Successful companies make it a strategic priority as they know the importance of customer service and
to retain customers as retention has a significant impact on their bottom line.

Excellent customer service should be a core component in the strategy of every company seeking
to retain customer’s long term. Investing in the same can reduce customer churn rate, which decreases
the amount to be spent on acquiring new customers.

Reduce Customer Churn = Excellent Client Service

When customers are treated well, they‘’re more likely to remain loyal to that organization. With a well-
trained and knowledgeable support team, your consumers will reward you by referring to their peers,
helping the business to grow.

Conversely, poor customer service is utterly catastrophic. Almost 9 in 10 customers have left a business
due to poor customer experience. In contrast, 86% of customers are willing to pay more just for a
better customer experience—product aside.
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The Key Drivers to make excellent customer service that reduce churn rate.

Excellent customer service is critical to reducing churn rate, as it helps to build customer loyalty and
satisfaction. Here are some key drivers to consider in making excellent customer service that can reduce
churn rate:

Speed: Customers value quick responses and efficient problem resolution. Make sure that you have the
right staffing levels, technologies, and processes in place to handle customer inquiries quickly and
effectively.

Empathy: Empathy means understanding and caring about the customer's needs and concerns. Train
your customer service representatives to listen actively, ask probing questions, and provide personalized
solutions that address the customer's specific needs.

Communication: Effective communication is essential to excellent customer service. Ensure that you
have clear and consistent communication across all channels, including phone, email, chat, and social
media.

Proactivity: Proactive customer service means anticipating the customer's needs and taking action
before they have to ask. This could include providing proactive updates, offering personalized
recommendations, or resolving issues before they become major problems.

Accountability: Accountability means taking responsibility for the customer's experience, even if it
means admitting fault. Empower your customer service representatives to take ownership of customer
issues and ensure that they are resolved to the customer's satisfaction.

Personalization: Customers value personalized experiences that demonstrate that you understand their
unique needs and preferences. Use data and analytics to personalize the customer experience, including
personalized recommendations, targeted marketing, and personalized messaging.

By focusing on these key drivers of excellent customer service, you can reduce churn rate by improving
customer loyalty, satisfaction, and retention.

With a well-defined customer experience strategy, you build your brand awareness and also measure
everything from online reviews to social media sentiment to recommendation potential.

5. What is Exceptional Customer Service?

Exceptional customer service refers to the unconditional commitment towards delivering the highest
quality product or service to every customer. Such a service gives customers a complete, cohesive
customer experience that aligns with the organization's goal.

Best practices for providing exceptional customer service:
* Surpass your customer expectations by making them feel important & valued

* Be available to deliver a faster response to customers queries & issues
* Practice active listening skills and deliver personalized customer support

Increase Customer Retention with Exceptional Customer Service

Every business needs new clients, it is equally critical to improving customer retention as acquisition
costs are five times more than retaining an existing customer. Delivering prompt and effective service
boosts customer satisfaction and enhances the experience.

When customer retention increases there is an increase in profit. It is because repeat customers are
more likely to spend more with your brand, which impacts operating costs.
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Keyways that help to deliver Exceptional customer service that improves retention:

¢ Immediate assistance: Live chat helps to provide instant solutions to all the sales and support-
related queries. By routing the conversation to the right support team the queries are solved
faster.

o Real-time personalized support: Using co-browsing and video chat allows real-time
collaboration and encourages personalized conversations that help in building personal and
reliable customer relationships.

e Consistent omnichannel service: When you understand how customers interact with your
brand across multiple channels, it increases customer satisfaction and acts as a great customer
retention solution.

o Deliver 24x7 support: Leverage an Al-based chatbot that can engage customers' FAQs round
the clock and reduce support tickets and improve customer satisfaction.

6. What is Extraordinary Customer Service?

Extraordinary customer service creates loyal customers for life who are willing to refer your business to
friends, family, and colleagues.

Providing such kind of extraordinary customer service starts with a mindset to delight your customers, but
you also have to think beyond selling your products or services. It also requires superb communication
and problem resolution sKkills.

Extraordinary Customer Service = Generates Referrals

Positive word-of-mouth referrals come
directly from previous and existing
customers that have had a great
experience with your company.

One of the key importance of customer
service is you can get more brand
advocates with less investment. It
improves brand credibility and face
value as well.

Word-of-mouth  advertising is often
considered to be the company‘s best
and least expensive form of advertising.

When customers receive a satisfactory
and delightful experience, they can't
stop sharing their success stories with

CBLM — Advanced Customer Service (ACS) (Student Guide).
October 2022 Skills for Employment Investment Programme (SEIP) Page 17 of 411


https://www.revechat.com/blog/customer-delight/

their friends, relatives, colleagues and even post to their social network about your friendly and helpful
customer service.

Such acts turn out to encourage their contacts to follow the same brand and make purchases.

Providing extraordinary customer service is a key factor in generating referrals, as satisfied customers
are more likely to recommend your business to others. Here are some key factors to consider in
providing extraordinary customer service that can generate referrals:

Anticipation: Anticipate the customer's needs and proactively address them. This could include
providing personalized recommendations or offering solutions to potential issues before they become
major problems.

Personalization: Personalize the customer experience by tailoring your communication and solutions to
the customer's specific needs and preferences. Use data and analytics to understand their behavior and
provide targeted recommendations and messaging.

Empathy: Empathy means understanding and caring about the customer's needs and concerns. Train
your customer service representatives to listen actively, show empathy, and provide personalized
solutions that address the customer's specific needs.

Responsiveness: Respond quickly and efficiently to customer inquiries and concerns. Use technology
and processes that allow for prompt and effective communication and resolution of customer issues.

Consistency: Provide consistent customer service across all channels, including phone, email, chat, and
social media. Ensure that your customer service representatives are trained to provide a consistent
experience and messaging.

Follow-up: Follow up with customers after their initial interaction to ensure that their issue was resolved
and they are satisfied. This could include a phone call, email, or survey to gather feedback and address
any remaining concerns.

By focusing on these key factors, you can provide extraordinary customer service that generates
referrals and builds customer loyalty and satisfaction.

7. What is Outstanding Customer Service?

When everyone at a company has the same end goal, the entire workflow becomes streamlined. Keep
your focal point on your customer, then move through each department to align them behind customer
service.

Outstanding Customer Service = Aligns Goals & Processes

The Key Steps Towards Delivering Outstanding Customer Service:

In today‘s hyper-competitive market, where information is more freely available, businesses need to meet
the ever-changing customer expectations. It needs a concrete customer service plan that goes far
beyond internal analysis.

Below is the blueprint that, if implemented, could benefit your business by ensuring it continually focuses
and improves customer service.

e The first step is to outline policies to ensure the regular operations are consistent with all
customers. The customer needs are broad so it is important to ensure your business can meet
their expectations.
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e The second step is to put yourself in the customer‘s shoes. Create a vision of how you would
ideally like your customers to perceive you and consider the elements of your business that
makes them choose you.

e To really make your customer service model worthwhile you need to develop a solid customer
engagement strateqy to differentiate is the third step. Conduct research to develop a unique
strategy and set customer service benchmarks.

e The final step is to set clear goals. Aim to strengthen your customer relationships and ask for
their feedback. Use technology to provide your customers with surveys and evaluate what
attracts new customers and analyze customer retention.

For example, when everyone is on the same page, the flow for resolving an issue report should precisely
look something like the below one:

To make sure this collaboration spans the long-term, set a larger goal to improve a customer experience-
based metric, like NPS. Then, put the responsibility on every department to move the needle. You will
have happier customers, more streamlined processes, and easily hit your KPls.

[Leading and managing a customer service team isn't easy. It's hope that this course will make Team
Leader's job just a little easier, and help to take their team's customer service to the next level. In
Module-3 Operate Contact Center Processes, we will explore in details how to define outstanding
customer service. And provide concept, tools, techniques, and best practice for your employees to
deliver outstanding customer service.]
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Self-Check Quiz - 1.1.1

Check your understanding by answering the following questions. Write the correct answer for the
following questions.

Question 1: Which of the following is NOT one of the characteristics of good customer service?

A. Promptness.
B. Politicalness.
C. Professionalism.
D. Personalization.

Question 2: Which one is the core principles of Quality Customer Service?

A. Speed, Accuracy, Clarity, Transparency, and Responsibility.
B Speed, Accuracy, Charity, Transparency, and Accessibility.
C. Speed, Accuracy, Clarity, Transparency, and Accessibility.
D Sharp, Accuracy, Clarity, Transparency, and Accessibility.

Question 3: Which Key Drivers to make excellent customer service that reduce churn rate?
Question 4: Which Key Factors to provide extraordinary customer service that generate referrals?

Answer Key - 1.1.1

Answer 1:
B. Politicalness.

Answer 2:

C. Speed, Accuracy, Clarity, Transparency, and Accessibility.
Answer 3: The Key Drivers to make excellent customer service that reduce churn rate

Speed
Empathy
Communication
Proactivity
Accountability
Personalization

Answer 4: Following Key Factors to provide extraordinary customer service that generate referrals?

Anticipation
Personalization
Empathy
Responsiveness
Consistency
Follow-up
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Information Sheet — 1.1.2

Learning Objectives: At the end of the session trainee will be able to identify three (3) key elements of
advanced customer service.

ELEMENTS OF ADVANCED CUSTOMER SERVICE:

Customer [Value-Satisfaction-Experience]

LCVAELCEWENE

What is an advanced customer service (ACS)?
Elements of advanced customer services (ACS):
A. Customer Value
A1. Customer Loyalty
A2. Customer Lifetime Value (CLV).
B. Customer Satisfaction
B1. Customer Needs
B2. Customer Expectations
C. Customer Experiences (CX)
C1. Customer Service vs. Customer Experience
C2. CX Management?

What is ADVANCED CUSTOMER SERVICE?

Customer service has a direct impact on any business plus it is a key way to improve customer
experience (CX). Want proof?

Customers today are not merely interested in the product or service they are buying, but also the add-on
elements they get. Here is an easy way for you to strengthen your customer relationships.

Elements of ADVANCED CUSTOMER SERVICES (ACS)

A. Customer Value
B. Customer Satisfaction
C. Customer Experiences (CX)

A. Customer Value

What comes to mind when you hear the words -eustomer value”? You might think about money—giving
customers a good price for a quality product—but customer value encompasses much more.

Today‘s consumers don‘t care only about price or quality. They also want the product or service they buy
to solve a problem or need. With tons of shopping options at their fingertips, buyers are looking for
companies that consistently deliver value.

Customers see value in a company that makes their lives easier and improves their overall sense of well-
being. In their minds, the benefits of their purchase are worth the cost, and they'll continue to reward the
company with their business. Don‘t focus on monetary costs alone. The key is to deliver a high-value
product or service and a memorable, positive brand experience.
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What is customer value?

Customer value is best defined as how much a product or service is worth to a customer. It's a measure
of all the costs and benefits associated with a product or service. Examples include price, quality, and
what the product or service can do for that person. There are also monetary, time, energy, and emotional
costs that consumers consider when evaluating the value of a purchase.

Customer value is best defined as how much a product or service is worth to a customer. Here‘s
how companies can enhance their value to improve the customer experience (CX) and increase
satisfaction.

How is customer value created?

Customer value isn‘t only about money. It's typically created through the solution that a product or
service provides, not only to the buyer but to their organization as well. Keep in mind that customer value
is subjective. Price is universal—it will cost every customer the same amount to purchase your product or
service. But the value will be different for every buyer because it involves so many variables, including
customer experience.

For example, say you offer an ecommerce platform where businesses can post items for sale. You get
two new customers—an online-based corporation and a mom-and-pop shop that, until now, has been
brick and mortar. The cost is the same for both companies. But for the corporation, a new ecommerce
site in and of itself may not drastically change their business. For the mom-and-pop store, however,
going online could radically increase their sales. So, your company‘s value will likely be much higher for
them than for the corporation.

Similarly, if you‘re selling software to multiple companies, your customer value will be higher for a

business that relies on your product to run every department than for a business that only uses your
product within one department.

Why is customer value important?

Delivering customer value is key to maintaining long-term relationships with existing customers and
earning repeat business. It's an important part of meeting customers‘ needs and expectations and
learning how they change over time. Knowing how customers feel about your product and the service
experience you offer is key to building customer loyalty and increasing customer lifetime value.

Quality service can add customer value. According to Zendesk’s 2022 Customer Experience Trends
Report:

e 93 percent of customers will spend more with companies that offer their preferred option to reach
customer service.

e 90 percent of customers will spend more with companies that personalize the customer service
they offer them.

e 64 percent of business leaders say that customer service has a positive impact on their
company'‘s growth.

e 60 percent of business leaders say it improves customer retention

e 47 percent of business leaders report an increase in their ability to cross-sell due to good
customer service.

Creating customer value for long-term success

People often measure a business’ success by its sales. But to gauge a company‘s long-term success,
you also have to consider another factor: the way customers feel after they make a purchase. To grow
your company, customers should consistently feel your product or service was worth its price. Prioritize
quality and offer competitive rates, and of course, deliver an above-and-beyond support experience.
Customers will see your value and likely stick with your brand for years to come.
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Creating customer value for long-term success means, knowing how customers feel about your product
and the service experience you offer is key to building customer loyalty and increasing customer
lifetime value.

Let us deep dive on:

A1. Customer Loyalty and

A2. Customer Lifetime Value (CLV)

A1. Customer loyalty:
What is customer loyalty?

Customer loyalty is an ongoing positive relationship between a customer and a business. It's what drives
repeat purchases and prompts existing customers to choose your company over a competitor offering
similar benefits.

One way to look at loyalty is in the context of brand. People are loyal to a brand because they associate
it with a positive experience, such as great customer service, feeling connected to brand values and
ideals, or consistently high product quality.

It's not about an individual product or service — loyalty happens as a result of multiple positive
interactions that build up a feeling of trust over time. It also doesn‘t mean that every interaction has to be
perfect. Customer loyalty can withstand a few negatives, although too many will break down the strength
of the connection.

In fact, customers won'‘t necessarily become disloyal from a poor experience, it's about how well the
business handles that problem. As Leonie Brown, Qualtrics XM Scientist, says:

People who had a bad experience with a brand, but the brand fixed it, are more loyal than
customers who never had a problem in the first place. That's because it involves trust.

-Customer loyalty is the intention of continuing the relationship,” says Leonie. -Now when you
measure loyalty, the key is to work out whether that actually means anything. If you‘re thinking about the
financials, it's about share of wallet — how much do people spend with you on a regular basis?”

Why is customer loyalty important?

Customer loyalty is important for many reasons, not least because the effort of keeping a customer is
substantially less than the effort of acquiring a new one. Why would you spend extra money to make a
sale if you didn‘t have to?

A repeat customer has a 60-70% chance of converting.
— Paul Farris author of Marketing Metrics

Plus, new customers are that much harder to convince as they have very little with your business. This
means not only making them aware of your brand and business, but then a comprehensive marketing
strategy to push them down the funnel to get them to purchase.

But your customers who‘ve already bought from you are already fully aware of your business and a lot
easier to convince to give you another try. That means the more repeat customers you have, the less
you‘ll have to spend on conversion tactics like abandoned cart offers.

But there are many other reasons too. Customer loyalty means your customers will keep coming back to
you. But not only about repeat business — loyal customers typically spend more and they tell their friends.

Brand champions
Beyond reaching for their credit cards, loyal customers can boost your business in other ways. Whether

you think of them as brand champions, Net Promoters or heroes of word-of-mouth marketing, your happy
customers all have the potential to bring more business to your door. That may be by sharing their
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positive opinions about you on social media, leaving positive reviews or simply telling their friends and
family.

Customer loyalty typically equates to high customer satisfaction. When there's high customer
satisfaction, you can expect a lighter load on your support and customer service teams too.

We've talked about customers being loyal, but in fact loyalty isn‘t an on-or-off, yes-or-no thing. Some
people will have stronger loyalty to your business than others. They may be strongly loyal at a certain
point and become less so (or conversely, start off neutral and develop loyalty). You might notice that
loyalty shows up in their purchasing patterns, but doesn't lead to related behaviors like
recommendations, referrals or positive reviews.

In fact, word-of-mouth (WOM) marketing is one of a business’ most important and powerful tools.

It drives $6 trillion of annual consumer spending, accounts for 13% of consumer sales, and people are
90% more likely to trust and buy from a brand recommended by a friend.

Because of its power and its complexity, it's important to measure customer loyalty over time, using a
range of metrics that capture the entire customer journey through business data and customer feedback.

How do you measure customer loyalty?

Because loyalty is emotional, it makes it a little tricky to measure. But by using X (Experience) and O
(Operation) data metrics in tandem, your business can track customers showing loyal behaviors, and turn
that data into actionable insights.

Based on customer loyalty analysis, here are the key metrics and KPIs of how to measure customer
loyalty and how you can make as part of a regular feedback loop:

# 1. Customer Satisfaction Score (CSAT)
# 2. Net Promoter Score (NPS)

# 3. Customer Effort Score (CES)

# 4. Customer Lifetime Value (CLV)

# 5. Repeat Purchase Rate (RPR)

# 6. Upsell Ratio

# 7. Customer Loyalty Index (CLI)

# 8. Redemption Rate

[The above metrics calculated in Job sheet sections Page No: 410 ]

A2, Customer lifetime value (CLV).
What is Customer Lifetime Value (CLV)?
Customer lifetime value (CLV) is one of the key stats to track as part of a customer experience program. CLV is a

measurement of how valuable a customer is to your company, not just on a purchase-by-purchase basis but
across the whole relationship.

Customer lifetime value is the total worth to a business of a customer over the whole period of their
relationship. It's an important metric as it costs less to keep existing customers than it does to acquire
new ones, so increasing the value of your existing customers is a great way to drive growth.

Why is customer lifetime value important to your business?

Knowing the CLV helps businesses develop strategies to acquire new customers and retain existing
ones while maintaining profit margins.

CLV is distinct from the Net Promoter Score (NPS)that measures customer loyalty, and CSAT that
measures customer satisfaction because it is tangibly linked to revenue rather than a somewhat
intangible promise of loyalty and satisfaction.
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Customer Lifetime Value (CLV) is an important metric for businesses as it helps you to see the value of
a long-term relationship, rather than a single transaction. It's also tied directly to the company‘s bottom
line, which makes CLV especially useful for marketers and customer success teams because it allows
them to quantify the value of an organization‘s customer experience (CX) efforts.

CLV is an analytical tool, not a perfect predictor of long-term performance. But for businesses that lack a
quantitative view of what it takes to win and retain a customer over the long haul — and the value of doing
so — measuring and monitoring CLV is immensely useful. — Bill Gurley, Venture Capitalist

Ultimately, you don‘t need to get bogged down in complex calculations — you just need to be mindful of
the value that a customer provides over their lifetime relationship with you. By understanding
the customer experience and measuring feedback at all key touchpoints, you can start to understand the
key drivers of CLV.

CLV is a great metric to use when you have a multi-year relationship with a customer — say for a paid TV
subscription or mobile phone contract. And it's good for spotting the early signs of attrition — say, for
example, you see spend dropping off after the first year as they use the subscription less and less.

How to Measure Customer Lifetime Value

Businesses with Software systems don‘t have to worry about the math behind CLV. The system does all
of the calculations for you. If you‘re looking to measure customer lifetime value manually, however, you
can follow the steps and formula below.

Here is the formula for customer lifetime value:

Average Transaction Size x Number of Transactions x Retention Period

[The CLV calculated in Job Sheet Sections Page No: 410 Job Sheet-04]

B. CUSTOMER SATISFACTION

Everyone says they want customers to be satisfied, but what are you doing to make customers happy?
How do you know if you are on the right track? How do you know if your customer satisfaction efforts
make a difference? Why even aim for customer satisfaction at all?

We get it. Customer satisfaction is not the easiest part of running a business, but it's important. To cut to
the chase, happy customers usually equal happy business owners.

Why? Because satisfied customers stick around as repeat customers. Customer retention also helps
when happy customers share their positive experiences. But what if you have dissatisfied customers? In
that case, you might lose those customers, plus experience negative word-of-mouth.

That's why it's so critical to measure customer satisfaction. If you spot gaps, you can then work on
turning unhappy customers into satisfied ones.

To clarify the concept of customer satisfaction, we should know how to identify:

B1. Customer Needs
B2. Customer Expectations

Every customer has certain needs and expectations that have to be met before interacting with a brand.
For that reason, a company should know how to identify customer needs and expectations, and use
that information wisely to get the most benefit out of them.

Customer expectations are closely linked to customer satisfaction and loyalty. Understanding
customer expectations helps diagnose problems and leads to higher satisfaction, repeat
customers, and customer referrals.
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According to SalesForce, 76% of customers expect companies to understand their needs and
expectations. In other words, if you want to implement a customer-first strategy, you want to make sure
you are on the positive side of the statistics.

B1. Customer Needs

Customer needs are motives that customers have to buy your product or service. Customers may have
numerous requirements to complete their customer journey, which makes it even more important to
properly identify them. Especially if you want to be the right solution to their problem. Before diving into
the methods of identifying customer needs, it may be useful to differentiate them first — to gain a proper
understanding.

1. Functional Needs

Functional needs are usually easier to recognize because of the obvious cue that triggers one to do the
desired action — purchasing a product or service. As an illustration; if someone is walking down the street
and suddenly the rain starts pouring, they will need an umbrella. If they buy the umbrella only for the
sake of protecting themselves from rain, they will satisfy their functional needs.

Another example would be buying a pair of glasses only because the old ones fell on the floor and
broke. Note that this cue should not be mistaken for impulsive shopping (when one sees something
appealing on the shelf and convinces themselves they need it when in reality they don‘t).

2. Psychological Needs

Psychological needs are a bit more complex than functional because one can rationalize their
purchasing decision in many different ways. To stick with the same example; if one is buying a new pair
of glasses, not because the old ones had -an accident”, but because they are on a special discount, or
they‘re more fashionable than the previous, one is trying to satisfy a psychological need. In other words,
the person from the first example buys glasses to see better, while the other one is trying to make
themselves feel better than they were before making that
purchase.

UNCOVER CUSTOMER NEEDS: Follow Order
to Meet

Being aware of the causes and the importance of customer
needs, the only question is how to identify them.

1. Know Your Customer

Customer only buy if they expect as they want or meet their
needs. If you want to sell to companies, you have to
understand what benefits the customer expects or hopes
for. This only works if a seller can recognize what the
customer really wants or what goals he is pursuing the company with the planned acquisition.

For this, it is necessary to formulate a suitable
question that gives me the wishful thinking of the
decision maker. The benefit question is very powerful
to prepare investment and give the decision maker
the vision for a good decision.

The first step in discovering your customer needs is
figuring out who your customers are in the first place.
Regardless of whom you are selling to — whether it's
a company or an individual — there is aset of
queries you should know an answer to.
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2. Collect Feedback

After you‘ve gathered all the necessary information about the customer, you need to ask them the right
questions to figure out what their needs and expectations are. There are lots of ways that can help
you collect customer feedback and understand what influences purchasing decisions:

o Voice of the customer — by conducting a customer interview, you can learn a lot about their
needs and buying patterns. After defining the right customer, you can shape the entire interview
process according to what you want to find out. Is it something specific, or will you use more
open-ended questions and see where that takes you — it is completely up to you.

e Focus groups — this qualitative research method is best to use to gain a deep understanding of
a specific area. Unlike the customer interview, focus groups consist of a targeted group of
individuals who are selected based on specific criteria (age, location, gender...). Keeping that in
mind, every focus group should have a predetermined discussion prepared with a clear goal that
one wants to obtain.

e Surveys — using surveys as a method of collecting valuable data may be the most convenient
way when you want to learn what a larger population of respondents think about you, what their
challenges are, or what they like the most. Surveys are popular, not only because of
their accuracy but also because of their flexibility of conduction. Depending on your goal,
surveys can be long, short, face-to-face, online, over the phone, etc. The sky’s the limit.

3. Implement What You Have Learned

After you defined your customer persona and collected all the needed data, it is time to put those
findings into action! To demonstrate, if the survey report pointed out that a customer is having a hard
time finding your contact information, or navigating through your website in general, it should be clear to
you what must be changed to make that process easier.

Implementation is the key. It is the final and most important step of the process. When you know who
your customer is, what their buying patterns are, and what exactly they need and expect from you, it is
easier to shape your product/service to meet their needs. After all, without the following action, not much
can be done.
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B2. CUSTOMER EXPECTATIONS: How to Manage and Exceed.

All companies want to _exceed customer expectations’, but do you really know what that means? Learn
the facts below.

What are customer expectations?

Generally, customer expectations are a set of ideas about a product, service, or a brand that a
customer holds in their mind.

For example, customers that choose to go to Disneyland over other amusement parks may have
developed higher expectations about Disneyland. For example, some of their expectations may include
being able to meet their favorite Disney characters, eating food that they‘ve seen in their favorite Disney
films, or experiencing rides exclusive to Disneyland.

Customers set this cognitive expectation in their minds to feel satisfied with the experience and value for
money. However, being able to identify customer expectations vs customer satisfaction is a complex
process; some customers may have expectations that aren‘t so easy to see or plan for.

Customers want these expectations met for them to feel satisfied with the customer service and with
their purchase. They will also have expectations that are not so easy to see.

Let us explore how companies can deliver against these tangible and intangible expectations.
Why customers* expectations areu vital to business?

Knowing your customer's expectations is important to all businesses - whether you‘re a small business or
a large enterprise organization. This year, 60% of large organizations plan to increase the effort they put
into improving their customer experience compared with the previous year. One survey found 65% of
SMB respondents said that customer-centric agility has increased in importance as a result of COVID-19.

Customer expectations matter, because - if you can meet them - customers are likely to spend 140%
more after a positive experience. To do well now and in the future, companies need to close the gap
between customer expectations, and the actual customer experience.

Customer opinions after the purchase are important for companies. A satisfied customer is more likely
to be loyal to a company as compared to dissatisfied customers. This is important for the future growth
and sustainability of any company. In this regard, 80/20 is the general rule of thumb we can consider:
20% of the customers are responsible for 80% of the revenue.

Everyone has their expectations when buying a product. Whether this is conscious or not; this is true for

After saving money for a long period of time to buy something you always wanted, you would be
disappointed if the product did not meet your expectations. By contrast, there are little or no particular
expectations when purchasing random products in a supermarket. Expectations are linked to experience
and the price of a product.

Money can be spent only once. A product fulfils needs; when the one could fulfil a need for a lower price,
why should you buy the more expensive one? The possibility is greater that the quality of the expensive'
product is better than the cheaper one. It is the customers‘ choice. However, it is not fair to have the
same expectations for both products; there must be a reason that one product is more expensive than
the other.

Do customer expectations play a role in customer satisfaction?

By understanding the importance of customer expectations, you will know how to meet customer
expectations in your contact center or customer service business. This will ultimately lead to a
better and more positive rate of customer expectations vs customer satisfaction.
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Customer expectations are a set of ideas about a service, brand, or product that people set in their
minds. Seeing an ad, past experiences with your company, or even by viewing content on social media
can all influence a customer‘s expectation.

Customer expectations are closely linked to customer satisfaction and loyalty. Understanding customer
expectations helps diagnose problems and leads to higher satisfaction, repeat customers, and customer
referrals.

While expectations are important to measure, the best way to measure them is debatable. In fact, there's
even disagreement on how to model the role of customer expectations on satisfaction. Before we talk
about measurement, here are three popular approaches for how to model customer expectations:

¢ Disconfirmation: The experience either falls short or exceeds expectations, which affects a
customer's satisfaction most. This is what | think most people think of when they think of
expectations.

o Experiences-only: The most recent experience overshadows prior expectations and has the biggest
effect on satisfaction. For example, if you expect your coffee at Starbucks to take a long time to be
made and it actually takes a long time, you‘re still dissatisfied, even though your expectations were
met (or even exceeded).

e Ideal point: Any deviation from what a customer expects impacts satisfaction, even if it's better than
expected. While some research supports this model, | think it likely has limited applications because
I‘'m having a hard time coming up with examples that when my expectations are exceeded, I'm less
satisfied.

Measuring Customer Expectations- Is it difficult task?

Getting to know customers’ expectations is a difficult task. Expectations are personal, and, therefore,
subjective. Not everyone has the same expectations of the same product. Somebody who has been
driving a car his entire life has great expectations when buying a new one from the same brand. Never
having had problems with the old one results that the expectations for the new one is the same. That is
the reason why the customer is not switching brands. A young customer who buys his first car doesn't
have a life of experience which results in different expectations.

Customer expectations play a role in customer satisfaction. However, measuring customer expectations
is difficult. Expectations are personal, and, therefore, subjective; more efficient is measuring customer
satisfaction. Understanding your customers has always been, and still is of greatest importance. Mystery
shopping can help raise customer satisfaction by providing insights into the front-line performance. The
front line has a direct effect on customer satisfaction.

For most companies, customer relations are an ongoing process. For example, the continuous
relationships between vendors and business customers or between a supermarket and its regular
customers. Sometimes it could be difficult to measure customer expectations. There may not be a perfect
way to measure them. Market researchers may be better off avoiding measuring customer expectations
and relying instead on measures of satisfaction.

Generally, customer relationship management (CRM) calls for developing a more intimate knowledge of
customers. This prescription, in turn, may suggest a more extensive use of customer surveys or mystery
shopping programs. There are significant differences among specific types of measurements used in
customer satisfaction research.

Market researchers should beware of over-reliance on customer surveys as measurements of service
expectations. Unless they are carefully crafted, surveys are not always reliable due to a relatively high
percentage of non-responsiveness. Surveys may not always filled in objectively or responses are
constructed to comply with survey requirements rather than showcasing actual fact.

In addition to the sometimes-questionable data produced by such surveys, research shows that customer
expectations can have a detrimental impact on customer satisfaction and the relationship with the
company. High prices for products set by companies nearly always results in high expectations for
customers. Fair enough! When the product doesn‘t meet the expectations of the customer, a
disappointment cannot be avoided which results in a damaged relationship with the firm.
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Mystery shopping programs can increase understanding about customer expectations and, therefore,
help raise customer satisfaction. The program provides insights into the performance of your front line,
customer-facing staff. Improving the functionality of your front line has a direct effect on customer
satisfaction, as a result, mystery shopping helps businesses better understand their customers.

Now Define Customer Satisfaction

Customer satisfaction is the degree to which products or services provided by a company meet a
customer’'s expectations. In other words, customer satisfaction is how satisfied a customer is after
doing business with a company.

Customer satisfaction —-is a measurement of how happy (or unhappy) customers are with a company's
products, services or experience. Customer satisfaction consists of a customer's perceived quality, value
and expectations of your company and what you offer,”

Satisfied customers tend to be repeat customers. It also helps expand your business, such as through
referrals and positive reviews.

On the flip side, dissatisfied customers can hurt your brand. Approximately -50 percent of customers will
switch to a competitor after just one bad support experience,” finds Zendesk. Plus, unsatisfied customers
can prevent others from becoming your customers. | know I'm not the only one who passed on a
business after reading a bad review.

Why measure customer satisfaction:

Measuring customer satisfaction metrics gives you valuable insights into your overall business
performance. Based on the insights you can enhance on the areas you are doing well and improve the
areas having loopholes.

Customer satisfaction is about more than just minimizing complaints. Customer satisfaction is a common
method used to determine how well you meet — or exceed — customer expectations. It is used as a key
performance indicator of customer service and product quality.

Customer satisfaction may be best understood in terms of customer experience. Customer experience
(or CX) is the total sum of a customer’s perceptions, interactions, and thoughts about your business.

Customer satisfaction is a composite of many different aspects, and it is likely to change over time. Here
is a Customer Satisfaction Model of the various facets that contribute to customer satisfaction (or not):

Perceived ...
Quality el Customer
- Complaints

Perceived Customer
Value (" Satisfaction

Customer
Loyalty

Customer
Expectations

CBLM — Advanced Customer Service (ACS) (Student Guide).
October 2022 Skills for Employment Investment Programme (SEIP) Page 30 of 411


https://corporatefinanceinstitute.com/resources/knowledge/accounting/product-costs/

As you develop benchmarks for your customer satisfaction, you can also see how your business
improves. Suppose you start a new refund policy. You can then measure customer satisfaction to see if
that correlates with an improvement.

Measuring customer satisfaction can also tie into areas such as talent management. Maybe your
customer satisfaction surveys show that customers aren‘t getting the help they need. That could mean
your staff needs more training. Or maybe you need to hire more employees to share the workload.

Key metrics used to measure customer satisfaction

Measuring customer satisfaction metrics gives you valuable insights into your overall business
performance. Based on the insights you can enhance on the areas you are doing well and improve the
areas having loopholes.

Measuring customer satisfaction may seem tough. It‘'s not like you can use a tape measure. But in a way,
you can put customer satisfaction on a scale. How? By using customer satisfaction metrics. Some of the
more common ones include:

To measure customer satisfaction, first you will need to calculate the following metrics:
# 1. Customer Satisfaction Score (CSAT)

# 2. Net Promoter Score (NPS)
# 3. Customer Effort Score (CES)

1-Customer Satisfaction Score

A customer satisfaction score (CSAT) can be a brand‘s bread-and-butter customer satisfaction metric. It
simply assigns a value to customers’ self-reported overall satisfaction. For example, a customer support
team might ask customers to rate a recent service experience on a scale of 1-100. Or, a CSAT survey
might ask respondents how satisfied they are with a purchase on a simple 1-5 scale.

Although CSATs are common, there's not necessarily one standard measurement. The scales and
questions used can vary, so a score may not be comparable from one brand to another. But don‘t fret. If
you measure your own company‘'s CSAT score, you can see how that changes over time to see if you're
moving in the right direction.

2-Net Promoter Score

Another one of the more common metrics used to measure customer satisfaction is the Net Promoter
Score (NPS®), created by consultancy Bain & Company. The score works by asking customers to rate
how likely they‘d be to recommend a company or product/service on a scale of 0 to 10. -Ratings of 9 or
10 indicate promoters; 7 and 8, passives; and 0 through 6, detractors. The Net Promoter Score is simply
the percentage of promoters minus the percentage of detractors,” explains Bain. So, the scale runs from
-100 to 100.

Determining your NPS could be more valuable than just averaging customer satisfaction scores. That's
because it gives you a clearer idea of where you stand among those with the strongest views. If you have
a low NPS score, that's reason to worry. Why? Because those dissatisfied customers might convince
others to not buy from you. On the other hand, a high NPS tells you that you have a strong base of
customers who can be advocates for your brand.

In general, a score that's a net positive (above 0), shows you‘re on the right track. What defines a _good*
or great’ score is dependent on the industry. The creators of NPS say that anything above 20 is
favourable. 50+ is excellent and 80+ is -world class”.
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3-Customer Effort Score

We all want low-effort interactions when it comes to spending our hard-earned money. That's why you
should measure your customer effort score (CES). This metric was created by CEB, which is now part of
consultancy Gartner.

To measure CES, ask customers on a scale of 1-7 whether they agree it was easy to resolve an issue (or
a related question you want to ask). CES is then based on the percentage of customers who answer with
a 5 or above, indicating they at least somewhat agree. —Fhere's a much bigger opportunity to build loyalty
if customers can move out of active disagreement or neutral territory,” explains Gartner.

Common ways to measure customer satisfaction

Have a good grasp on customer satisfaction metrics? Great! Then we‘re on to the next step: collecting or
organizing data to measure customer satisfaction. Common ways to do so include using:

Surveys:-
Many customer satisfaction metrics, including CSAT, NPS and CES, are based on customer surveys.

You can also create your own custom surveys using a survey tool that ask respondents questions related
to customer satisfaction to develop your own indicators. And then you can use a survey analysis tool to
analyze and find insights in the responses.

For example, you may want to follow up on an NPS survey to determine what aspects of your brand a
customer most enjoys. So, you might ask open-ended questions about that, like asking customers to
describe their satisfaction level with a new feature you started offering. You can ask survey questions
through essentially any medium. You can use email surveys, social media, your website, the phone, etc.

Customer feedback and insight:

Survey responses help, but don't put all your stock there. Some customers might be survey-shy and hold
back information. And some might not want to fill out a formal survey, so you may have low response
rates. That's why you need to analyze other sources of customer feedback. Truth is, most companies
already get a ton of feedback from existing channels. This feedback can occur across channels like:

¢ Email: Customers might complain or give praise while interacting with your customer support team
through email.

e Social media: Even if customers don‘t tag you or comment on your posts, they may still be talking
about you on social. For many companies, there is a huge pool of untapped feedback on social
media waiting to be analyzed.

e Online reviews: Check review websites like G2 or Capterra for customer feedback on your product.
A lot of this feedback can be automatically pulled into feedback analytics platforms like Thematic for
analysis.

e Phone: If a customer calls in, like for technical support, they may not be willing to stay on the phone
for a formal survey. But they may still provide comments verbally that clues you in.

e In-person: In-person feedback might be more anecdotal, but it can still be a good way to measure
customer satisfaction. For example, if you notice specific complaints popping up from retail
customers in a store, that could be an area worth addressing. That may even be a predictor of future
complaints that will start to show up in survey responses.

You can use a platform like Thematic to help make sense of all this customer feedback. Thematic uses
NLP technology to structure and analyze text to find meaning and insights in feedback data. The great
thing about the platform is that you can integrate, analyze and measure the dormant feedback you
already have. Such as social comments, reviews, help tickets, surveys, metadata and more. And when
you‘re analyzing by the source of feedback this helps you to understand context, urgency and the level of
effort needed to improve customer satisfaction.
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Analytics:- You might have certain internal analytics you can use to better measure customer
satisfaction. For example, if you have a low CES, you might look at analytics around average customer
wait time. If you can improve that aspect, you might see CES improve.

Or, you might look at analytics around repeat purchases to get a sense of customer satisfaction. If you
sell something that's designed to be purchased more than once, yet you‘re not getting much repeat
business, that could be an indicator of low satisfaction that you‘d want to address.

C. Customer Experiences (CX)

Knowing the answer to the question What is CX?” is crucial for everyone who wants the people they
serve to have a positive perception of their organization. Superior customer experience can drive
profitability and customer loyalty, and turn satisfied customers into brand advocates.

Focusing on CX is not just a task for retailers. Government agencies, dentists, hospitals, car washes, and
any organization that provides products and services can apply customer experience best practices to
ensure customers/citizens/patients are treated to great, frictionless experiences.

What Is CX?

Customer experience (CX) receives a lot of attention, but it's one of those terms that doesn‘t have a
standard definition.

There is some variability in how business experts define it, but most definitions have some commonality
— customer experience in its simplest form is the perception consumers have of a company‘s brand
based on their interactions with that company. These interactions happen in multiple ways and across
multiple channels. For example, a retail operation may offer the ability to order online, execute email
campaigns, be active on Facebook, and have a contact center for customer service. The experience the
business offers is the sum of those touchpoints. This means each touchpoint impacts the customer.

How does the retail store look, sound, and smell? Are emails sent too frequently? Are contact center
agents professional and proficient? Do all the different touchpoints offer a consistent brand experience?
Customer opinions are very personal and have a strong emotional component. Just think about the last
time an interaction with an organization left you either delighted or frustrated, or even angry. That one
incident that evoked extreme emotions probably established your opinion of the organization regardless
of the quality of previous interactions.

This example is why so many businesses are making CX a priority. One bad experience can send even
loyal customers heading for the door. In fact, PwC found that 32% of all customers would stop doing
business with a brand they loved after one bad experience. It is particularly disappointing when
businesses you‘re loyal to let you down.

Why is CX Important to Your Business?

We're deep into the experience economy, where more than two-thirds of businesses compete mostly on
the basis of CX. Customer experience is the new battleground and brands that figure out how to
consistently deliver exceptional CX will have an edge over their competitors. If this sounds dramatic, it's
because the stakes are high. We've already discussed how a single bad interaction can cause even loyal
customers to churn.

Now let's take a quick look at how consumers will reward brands that regularly deliver great customer
experience:

80% of consumers make purchasing decisions based on an emotional connection with the brand.
Recall that CX has a heavy emotional component to it. When businesses are able to forge positive
emotional bonds, their customers are more likely to buy products and services from them.

Over two-thirds of customer loyalty is driven by CX, outperforming brand and price combined.

In these days of fickle consumers, businesses need to keep all the customers they can. Not only will
increasing customer loyalty positively impact top line revenue, but it also decreases costs since acquiring
new customers is much more expensive than keeping current ones.
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Consumers who experienced very good CX are five times more likely to recommend a business
than people who experienced very bad CX.

Customer recommendations are the most effective way to acquire new customers. Plus, word-of-mouth
marketing is essentially free. Businesses that solve the CX puzzle will have more brand advocates that
generate new business.

What does this positive customer behavior mean for overall business results? Adobe found that,
-Gompanies that prioritized and effectively managed customer experience were three times more likely
than their peers to have significantly exceeded their top business goals” in the prior year.

Organizations that are serious about using CX as a competitive business strategy take a structured
approach to managing and continuously optimizing it, which brings us to the next topic.

What Is CX Management?

CX management, or customer experience management (CEM), is the discipline of getting to know
customers so well that businesses can anticipate their needs and consistently meet their expectations.
It's a largely data-driven process, but there's also an organizational and people component to it.

Organizations that formalize CX management recognize that CX is too important to their business
strategy to let it evolve organically. Therefore, they begin by understanding what customers want and
value, and then align and improve all their touchpoints to give customers the kind of loyalty-building CX
they value.

In its purest form, customer experience management also calls for organizational changes that destroy
silos, encourage collaboration, and motivate employees to do their part in delighting customers.

Customer Service vs. Customer Experience

With all the different terminology in the CX world, it's understandable how -eustomer service” can be
confused with —astomer experience.” However, they‘re two different, although related, concepts.

CUSTOMER SERVICE - The Traditional Way of Connecting and Meeting Needs

Customer service is what people experience when they need help, whether it's making a retail purchase,
or checking in at hotel, or calling a contact center for support. While the concept of customer service is
quite simple — since it is a necessary function of any business — the consequences can be profound.
HubSpot research indicates that 93% of customers are likely to make repeat purchases with companies
that provide excellent customer service.

CUSTOMER EXPERIENCE (CX): Sum of all Interaction.

Customer experience is a modern reboot of an old principle, one that builds on the customer service
axioms and adds more expectations, reflecting the changing lifestyles, various channels, and new
technologies that shape contemporary customers‘ habits, needs, and goals.

Zendesk explains: “Customer experience is everything related to a company or business that affects a
customer’s perception and feelings about it.”

Moreover, customer experiences consider three perspectives:
usefulness, practicality, and enjoyability.

If something is useful, it delivers value, if it is practical, it is easy to use, and if it is enjoyable, it is
emotionally engaging so that customers will want to continue using it.

Corporate management understands that technological developments have transformed all aspects of
business, and customer experience is no exception.
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Gartner, the foremost advisory company, believes that technology is a critical component of customer
experience initiatives. Gartner's research identifies the top emerging technologies impacting customer
experience projects as:

Artificial intelligence (Al),

Virtual customer assistants and chatbots,
Omnichannel customer engagement,
Real-time event-driven application architecture,
Internet of things (loT).

o=

It might help to think of CX as a recipe and customer service as one of many ingredients that make the
recipe taste bad or good.

How Is CX Measured?

CX is difficult to measure because there isn‘t a single metric that indicates whether CX is good or bad.
Organizations frequently use a collection of KPIs that collectively indicate the quality of their customer
experience, including the following:

e Customer Satisfaction. As previously mentioned, CSAT scores indicate how satisfied
customers are with a specific aspect of the business.

e Net Promoter Score (NPS). Net Promoter Score measures a customer's willingness to
recommend a business to friends and colleagues and is considered a key indicator of CX quality
and customer loyalty.

o Customer Effort Score (CES). Customer effort scores indicate how much effort a customer
exerted while transacting with a business. If customers need to work hard, that's bad CX.

e Customer Sentiment. As mentioned previously, customer sentiment scores enable
organizations to know how their customers are feeling in near real-time. When tracked over time,
sentiment scores can help business determine whether their CX improvements are having the
desired effects.

¢ Customer Retention. Since increasing customer retention is a primary objective of CX
strategies, retention should be part of the collection of metrics organizations use to monitor CX
success.

o Customer Lifetime Value (CLV). Customer lifetime value measures the economic value of a
customer across the tenure of their relationship with a company. Higher CLV is driven by loyalty
and spending behavior, both of which are influenced by CX.

For Detail Worked Example, please see our Job Sheet Section
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Self-Check Quiz - 1.1.2

Check your understanding by answering the following questions. Write the correct answer for the
following questions.

Question 1: What is customer value?

Question 2: How to create customer value for long-term success?
Question 3: What is customer loyalty?

Question 4: What is Customer Lifetime Value (CLV)?

Question 5: What are Customer Expectations?

Question 6: Mentioned the 4 types of Customer Expectations?

Answer Key — 1.1.2

Answer 1:

Customer value is best defined as how much a product or service is worth to a customer. Here‘s how
companies can enhance their value to improve the customer experience (CX) and increase satisfaction.

Answer 2:

Creating customer value for long-term success means, knowing how customers feel about your product
and the service experience you offer is key to building customer loyalty and increasing customer lifetime
value.

Answer 3:

Customer loyalty is an ongoing positive relationship between a customer and a business. It's what drives
repeat purchases and prompts existing customers to choose your company over a competitor offering
similar benefits.

Answer 4:

Customer lifetime value is the total worth to a business of a customer over the whole period of their
relationship. It's an important metric as it costs less to keep existing customers than it does to acquire
new ones, so increasing the value of your existing customers is a great way to drive growth.

Answer 5:

Customer expectations can be defined as the perceived value or benefits that the clients look for while
purchasing products or services.

Answer 6:

J Implicit expectations

. Explicit expectations

. Interpersonal expectations

. Static performance expectations
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Learning Outcome 1.2 - Interpret contact center structure and functions.

CONTENTS:

CONTACT CENTER: Definition, Type, Functions and Structure.
CONTACT CENTER SETUP REQUIREMENTS - The Checklist
CONTACT CENTER PROCESS: A Blueprint

CONTACT CENTER PROCESS METRICS AND KPIS: A deep dive

ASSESSMENT CRITERIA:

Contact Center components are described.
Organizational structure is illustrated.

Contact Center setup requirements are identified.
Contact Center Process Blueprint is expressed.
Service levels of a Contact Center is explained.
Contact Center matrices/KPls are described.

IS

RESOURCES REQUIRED:

Students/trainees must be provided with the following resources:
¢ Workplace (actual or simulated).

o Tools, equipment and facilities appropriate to the process or activity.
e Materials relevant to the proposed activity.

Learning Activity — 1.2

Learning Activities Resources / Special instructions / References

e Information Sheets: 1.2.1t0 1.2.4

1.2 Interpret contact center .
. Self-Checks Quiz: 1.2.1t0 1.2.4
truct d funct ®
structure and functions e Answerkeys:1.2.1t01.24
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Information Sheet —1.2.1

Learning Objectives: To Interpret contact center definition, type, functions, and structure.

CONTACT CENTER: Definition, Type, Functions and Structure.

Content Summary:

What is a Contact Center?

Contact Center vs. Call Center

Types of Contact Centers

What is a Cloud Contact Center?

What is Contact Center as a Service (CcaaS)?
Essential Contact Center Services & Benefits
Technologies Used in a Contact Center

Key Components of a Contact Center Operation
1. Customer 2. People 3. Technology

4. Process 5. Location 6. Finance and business management
Contact Center: Organizational structure
Right Team Roles and Responsibilities
Organize Clear Hierarchy

Introduction:

Customers these days have incredibly high standards for the B2C businesses to whom they hand over
their hard-earned money. In fact, in a recent survey, Emplifi found that 86% of consumers will stop
buying from a favorite brand after just two to three bad customer service experiences.

And, as customers experience increasingly better treatment from other companies, what qualifies as &
bad experience” in their minds expands in scope. From a customer's perspective, bad could be slow
responses from an agent, having to repeat the same information more than once, or not being able to
use their preferred communication channel.

This is why, today more than ever, B2C companies are focused on creating an effective contact center,
the central location from which they manage their customer communications. Below, we'll introduce you
to contact centers and explain how they work, their benefits, and the various forms they take.

What is a Contact Center?

A contact center is the business division that handles communications with a business‘s customers.
Typically, the contact center is staffed with customer service agents who interact with customers over
various channels, often including call, email, text, live chat, voice over IP (VOIP), and social media.

Although agents will generally spend most of their time fielding and placing phone calls, other channels
of communication, such as Facebook messaging, are gaining traction with consumers. Businesses have
to adapt their contact centers to offer these ways of connecting to satisfy their customers* expectations.

It follows that the main purpose of the contact center is to provide customers with technical support, sales
assistance, and other forms of customer service in a seamless and efficient manner. These centers
should make it as easy as possible for customers to get the help they need to resolve their situations.

As for the benefits, contact centers provide, they save your agents time, reduce customer service costs,
lower employee burnout, improve customer loyalty, and help you form a more accurate understanding of
your customers via the data you collect and the conversations your team leads.
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Typically, companies take a digital-first
approach when designing their contact
centers, meaning they will power the center
with some sort of contact center software or
CCaaS (we'll cover these in more depth later)
that provide helpful tools and data for agents
in an accessible, online location, along with
real-time analytics and other useful features
for managers. Now, let‘s go over how contact
centers work to accomplish their goal of
providing top-notch customer service.

Contact Center vs. Call Center

The major difference between a contact center and a call center is that contact centers tend to use a
variety of customer communication channels, from phone calls to text and online chat, while call centers
are confined to making and receiving phone calls. So which is better?

If we think of them going head-to-head, with -Gontact center vs. Call center” lit up on the jumbotron
above a boxing ring, we‘d want to put our money on the contact center. It's not just more robust, but also
more agile and has more moves in its repertoire. Reps can solve issues more quickly when able to use
the appropriate channel.

With a contact center, you give your customers a choice as to how they communicate with you. This is
something they'll appreciate. Not everyone wants to have to get on the phone to handle a simple request.
That said, let's now go over some other reasons why contact centers are so beneficial to B2C
businesses.

But what exactly are the differences between call center vs contact Center?

Call Center' and Contact center’ are very often used interchangeably. However, they are two distinct
models for business communication and customer service. When it comes down to it, the primary
difference between the two is that; contact Centers handle voice communications, while contact centers
handle all communications.

Before we jump into the differences, let’s understand what call centers and contact centers are:
A. Call Center

Call Centers are offices where agents handle both inbound (calls initiated by customers) and outbound
calls (calls originating from a customer service representative, usually sales calls). These agents take
calls from both new and existing customers.

B. Contact Center

In contrast, contact centers handle many different communication channels such as telephone calls,
SMS, email, social media, etc. This omnichannel communication allows customers to move smoothly
from one channel to another. It also gives them the freedom to choose how they want to communicate.

Now that we have a basic understanding of the two, let’s analyze their differences:

Contact centers are basically the evolution of call centers. In addition, they appeared with the
proliferation of digital communication channels to meet the growing demands of consumers. Today,
contact Center software often comes as an integrated part of help desk software. Some of the key
differences between contact Centers and contact centers are the following;
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Voice vs. digital service channels

Contact Centers are focused on inbound and outbound voice calls; either on traditional phone lines or
over VolP. They are designed to handle a massive volume of calls. Contact centers are able to interact
with customers over a variety of service channels. For instance, traditional voice, emalil, live chat, as well
as social media, video, bots, in-app, SMS/text.

Reactive vs proactive service

Traditionally, a contact Center‘s default strategy for providing customer service is to; reactively respond
to inbound requests and complaints as they arise. Though today‘s contact Center software solutions
allow keeping track of customer information; contact center software compiles all customer data from
across all channels into a single customer profile. Thus, giving agents a more comprehensive view of
customer behaviors and preferences. This also enables them to deliver a more predictive and proactive
service.

Self-service options

Both contact Centers and contact centers use automation through IVR systems that operate via spoken
responses and/or keypad entries. These allow customers to resolve issues in a self-service mode, often
without involving a live agent at all. Contact center software solutions, however, usually offer additional
self-service capabilities with; Al and bots.

Call Center Vs. Contact Center: How are they Different?

Here‘s a breakdown of the key differences between call centers and contact Centers:

Call Center Contact Center

Contact centers take an omnichannel or unified
communications approach to customer services. This
includes services on communications channels other

Call Centers take a single-
channel approach to customer service.

This includes managing inbound and ) . L
than telephone calls, such as email, social media, live
outbound customer phone calls.
chat, etc.
Call Centers have limited customer self- | Contact centers have advanced CSS
service (CSS) capabilities. They use Call | capabilities that go beyond IVR. This includes

Center software like interactive voice
response (IVR) systems. This helps with

chatbots, an FAQ web page, an online knowledge
center, etc. These self-service channels help

routing calls to relevant agents.

customers find answers independently.

Call Center agents
have limited customer data as they use
speech analysis software to analyze
customer calls and gain customer journey

Contact centers offer personalized data and better
customer profiling as they have better Atrtificial
Intelligence  solutions and analyze  multiple
communication channels.

insights.

Types of Contact Centers

Every business’s contact center will be unique since each business will have distinct goals, resources,
and customer service philosophies. However, contact centers typically fall into one of the following
categories: omnichannel, multichannel, inbound, outbound, and blended. Below we'll give you the basics
of each type of contact center so you can start to think about which type is best for your business's
needs.

Omnichannel

So, what is an omnichannel contact center? Essentially, it is a form of a contact center that gives its
customer service agents the ability to use every available channel to communicate with its customers,
and all the channels are integrated and accessed from one technology platform. This versatility allows
agents to provide customers with the personalized experience they desire. Because of this, omnichannel
contact centers are becoming the go-to type for small and medium-sized B2C businesses.
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Multichannel

A multichannel contact center is similar to an omnichannel contact center in that it uses multiple
communication channels, but different in that the channels are not integrated and each channel is
operated from a unique and separate technology infrastructure. When deciding on omnichannel versus
multichannel contact centers, customer service managers tend to choose omnichannel because it gives
the customer a better experience. For instance, with multichannel contact centers, your agent might have
trouble accessing a customer’s call history while they are communicating through live chat, which forces
the customer to tell their story all over again.

Inbound

An inbound contact center is filled with customer service or support agents who answer incoming
customer communications. This means the customers are the ones who reach out first, either through a
call, interactive-voice -response, live chat, email, or another medium. This type is more commonly used
than outbound centers, especially in ecommerce, retail, and tech.

Outbound

An outbound contact center consists of agents who proactively reach out to customers for various
reasons, the most common one being to generate new sales. However, they may also contact customers
to conduct market research via surveys or handle issues such as unpaid bills. Because of FTA
regulations warning against calling people who haven't given a business the green light to contact them,
these centers are becoming less common.

Blended

A blended contact center enables its agents to receive and initiate contact with customers. It facilitates
both inbound and outbound customer service approaches. For example, the blended contact center will
likely make use of automated call routing for inbound calls and predictive dialing for outbound ones.

What is a Cloud Contact Center?

A cloud contact center, often referred to as cloud contact center software, is a centralized, online platform
that handles all outbound and inbound customer communications across multiple channels. These
software solutions provide customer service teams with cloud-based services and tools that help them
manage agents, automate tasks, distribute calls and messages, track and analyze data, and much more.

The most impactful feature of a cloud contact center is that it integrates different channels into a single
system. This allows customers to interact with agents on their preferred channel, whether it's text, phone,
email, or another supported channel. They‘re able to take an omnichannel approach.

A. On-premise Contact Centers

Companies can install hardware contact centers in physical office spaces and on-premises servers.

Note that these hardware contact centers require organizations to have sufficient infrastructure to house
and maintain the servers. Theyll also need an effective disaster recovery procedure and competent
hardware update processes.

B. Hosted Contact Centers

A hosted contact center refers to an outsourced customer service infrastructure. Through contact center
outsourcing, a company contracts its customer service to a third-party managed service provider. This is
similar to outsourcing services like information technology, automation, financial services, etc.

What is Contact Center as a Service (CcaaS)?

Contact center as a service (CcaaS) is a cloud-based customer communication solution that allows
businesses to buy only the tools they currently need from the software provider. With CcaaS, businesses
can set up their contact center faster than if they were to create an on-premise center. With Ccaa$S there
is no need for internal hardware or IT. All the tools are in the cloud, and the provider is responsible for
troubleshooting any issues.

CcaasS allows customer service teams to do the following:
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o Improve Scalability: If you need to add agents to your team, there‘s no need to buy new equipment.
You have the power to add capacity to the software when you need it.

¢ Reduce Costs: CcaaS prices fall between $35 and $100 per user per month, making them less
expensive than on-premise centers that require expensive equipment, maintenance, IT staff, and
licensing fees.

e Centralize Customer Communications: CcaaS solutions break down data silos and enable agents
and businesses to view data about all customers from one online location.

Another considerable benefit of CcaaS is that users pay monthly. This makes forecasting costs easier
than one-off equipment purchases, so customers can plan more effectively. In conclusion, a CcaaS
solution not only makes your customer service team more effective but also can dramatically decrease
the costs associated with running a contact center.

5 Essential Contact Center Services

The main aim of a contact center is to meet customer expectations with efficient and interactive customer
support, sales assistance, and technical support through their preferred channel.

Let’s look at five contact center services in detail:

1. Telephone Service

Call centers are like modernized contact Centers. They are equipped to handle a large call volume of
inbound and outbound calls as a part of many contacts center services.

A. Inbound Calling
Incoming calls that contact centers receive are known as inbound calls. Your contact center‘s customer
service representatives handle any such incoming call from a customer.
For example, a customer has a query regarding connecting a printer they recently purchased from your
company. You can get an incoming call from that customer looking to get help in setting it up.

B. Outbound Calling
An outbound call refers to a call made by a contact center representative. Outbound services or phone
calls may be part of surveys, lead generation campaigns, a direct sales phone call, etc.
For example, if you have a health insurance company, your sales team may contact potential leads to
explain your insurance plans and convert these leads into paying customers.

In some cases, contact centers may use an Interactive Voice Response (IVR) system to handle incoming
and outgoing calls. This computer-based phone system uses keypad entries or voice commands to
provide information to customers without requiring human intervention.

2. Text Messaging Service (SMS)

Long hold times, transferred calls, language barriers, etc., are some customer complaints about call-
based customer service. In such scenarios, text messaging can go a long way in improving customer
satisfaction. Text messaging is fast, personal, and safe. Additionally, it can boost agent productivity since
they can handle multiple customer conversations simultaneously. You can use text messages to

Start two-way conversations.

Send proactive updates about the customer's issues.

Conduct various surveys.

Take feedback regarding the customer service, etc.

From telephone calls to SMS, these omnichannel services enable you to handle inbound and outbound
customer communications effectively.

3. Chat Service
Chat is becoming a popular communication tool due to its efficiency and ease of use.

It has a First Contact Resolution (FCR) rate of almost 74%, significant for a contact center. FCR is a
metric to measure a contact center's ability to resolve the customer's issue in the first contact. A
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customer can initiate a chat conversation from specialized chat windows on the client website. The chat
window connects them to an agent or chatbot to help resolve their queries.

There are two types of chat services offered by a contact center:

A. Chatbots

Contact center technology includes chatbots that use Atrtificial Intelligence (Al) to engage customers,
gather relevant information about an issue, and even answer simple questions without any human
assistance. And if the issue requires an agent intervention, the chatbot escalates it to an appropriate
contact center agent.

B. Live Chat

Another advanced technology used by modern contact centers includes live chat. This platform is
different from chatbots because it has a human contact center agent at the other end offering the
answering service.

A chat with a live agent can help:

= Reduce the need for IVR,

= Reduce customer waiting time

» Increase first contact resolution

=  Work on the customer's shared screen in real time, etc.
Customers who prefer self-service find chatbots and live chat extremely effective tools to get their
support.

4. Social Media Service

Contact centers also offer social media services for digital channels like Facebook, Twitter, WhatsApp,
etc.

You can use your social media channels to listen to, analyze, and engage with your customers daily. This
way, you can monitor and publish relevant content to boost your customer interaction and satisfaction.

5. Email Service

Email is another popular digital customer support channel.

Contact centers usually have an email management software solution to help organize emails, enabling
your customer service representatives to handle a large volume of emails efficiently. Additionally, this
software solution may offer email templates that enable your contact center agents to respond to emails
promptly, provide standardized customer care, and increase customer satisfaction.

Contact Center Benefits

Today, customers expect a customized experience from the customer service agent and prefer customer
support that goes beyond a single platform approach. That's why contact centers are increasingly
popular.

Let’s look at the top three benefits of contact centers:

1. Enhanced Customer Experience

Your contact center is often the primary communication channel for most of your customer interactions.
That's why your customer service can have a significant influence on your business. You can use your
contact center to ensure that you provide an exceptional customer experience.

For example, if you own a software company, you can use contact center services like live chat as an
answering service for customers. This will help them explain their issues effectively and help your agents
provide technical support efficiently. Contact centers help customers connect to the most suitable
platform to resolve their problems faster. This can increase your customer loyalty, resulting in life-long
customers.
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2. Increased Agent Efficiency

Since contact centers combine customer information from multiple channels in one place, agents are
more efficient and effective while handling customer requests. Additionally, assigning the right queries to
the right agent using IVR and Automatic Call Distributor (ACD) systems reduces the chances of errors. In
fact, it increases your agents’ and company‘s operational efficiency.

Having the right tools and technologies empowers a contact center agent to provide superior service and
keep customers happy. Happy agents are more likely to work with you for a longer duration, reducing
your operational cost that results from a high agent turnover.

Better Business Insights
Your contact center combines customer interaction from various communication channels.

The customer data gathered from these interaction channels can provide actionable insights that may
help you make important business decisions. Identify patterns and problem areas across the customer
journey to make decisions regarding your product design, quality issues, etc.

For example, contact center analytics can help you determine your customers’ most preferred
communication channel. You may find that your target customers prefer to interact through your social
media channels rather than through text messages.

This information will allow you to strategize your outreach to reach maximum people and boost your
business. A contact center must ideally provide a detailed privacy statement and establish a privacy
preference center to protect its customer's rights while analyzing their data.

Technologies Used in a Contact Center

Customer service leaders often implement various types of technologies into their contact centers in
order to increase agent effectiveness, reduce administrative work, and enable data transparency. Some
of the most common types of technologies deployed are interactive voice response (IVR) software,
automatic call distribution (ACD) software, and customer relationship management (CRM) systems.

Below are introductions to the most common technologies used in a contact center:

o Automatic Call Distribution: ACD systems automatically pick up, assess, and route incoming calls to
the person on the team best equipped to handle the query. This accuracy ensures customers and
agents save as much time as possible.

o Customer Relationship Management System: CRMs house data about a company‘s customers, and
agents can use this data to better help them. For example, a quick look at their billing history can help
answer a payment question.

o Computer Telephony Integration: CTI technology connects the computer to the telephone, allowing
reps to work from their computers. When a call comes in, for example, they can see the call and
answer it on their screen.

¢ Predictive Dialers: A predictive dialer automatically dials down a list of phone numbers and spots and
moves past disconnected or busy lines, thereby saving time. Some tools can also do this for other
communication channels, like email or text.

o Call Recording Systems: Contact centers often use software that records phone calls so that agents
and managers can review the calls later to find the information they need or evaluate an agent's
performance, often for coaching purposes.

¢ Interactive Voice Response: IVR contact centers enable customers to get information they need
without having to speak with an agent. Callers listen to the automated recording and press or say the
numbers corresponding to their needs.

Equipping your agents with state-of-the-art technology will help them reach their ultimate potential. Not to
mention, it will also limit employee frustration, since it‘'s often those tedious and repetitive administrative
tasks that bug agents the most.

Please read information sheet 4.4.2 Contact Center Technology: Best Return on Investment (ROI) for the detail
discussion on latest technologies in a contact center employ.
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Contact Center Businesses:

As experts in the delivery of on-demand contact center services, we never tire of explaining the ins
and outs of how they work and what they can offer businesses.

One alternative that you may to consider is outsourcing. Outsourcing (also known as BPO) has become
a hot topic in today‘s contact center business.

What can outsourcing do for you as a business?

What do you need to consider when outsourcing?

What are the common pitfalls that organizations have to face?

What things should you do to reduce the risk of outsourcing going wrong?

So, as you can now fully appreciate, contact centers are highly complex operations that can be mastered
if you have the right advice and guidance. To that end, we‘ve recently explored the basics of the
modern contact center — including how to know whether your business needs one, and, if so, what
type of center is best suited to meet your specific operational needs.

Key Components of a Contact Center Operation

There are 6 key components which should be integrated into the contact center operation:

1. Customer 4. Process
2. People 5. Location
3. Technology 6. Finance and business management

A change in any one of the above components will have a direct or indirect impact on every other part!
Let's look at each of these elements in turn.

1. Customer

Customers can be anyone, and the Agent needs to have the skills to be able to adapt their style and
vocabulary to suit different customer types. The Agent talks to more customers in any one day that any
other person in the organization. If you want to know what is going on with customers, ask the Agents!
With average call durations of less than 3 minutes, how do you form a relationship and build loyalty from
a customer in that time. That is one of the biggest challenges that the Agents face, especially given many
customers do not like the impersonal touch that center centers often provide.

2. People

People are the most critical asset in a contact center as it is they who really deliver the business
performance. Unfortunately, the investment and perception of your staff may be rather poor. The people
(Agents) often have to deal with difficult situations when things have gone wrong in your organization and
deal with a large volume of centers that result, whilst not always having the necessary training or skills.
However, the teams in centers can be very resilient and are often very social, making the center a great
place to work. There are many different roles on offer and so they can a good environment to start and
develop a career!

3. Technology

There are significant amounts of technology available and it is very easy to be bamboozled by it all! It
very much depends on the size and nature of your business as to what you require. The basic equipment
to handle centers is the Automated Center Distributor but these can range from basic to a Rolls Royce!
Many centers do not fully utilize the technology that they have. In addition, there is usually a disjoint
between what the technology can do and what it is actually used for!

4. Process

Every center has a multitude of processes, but the biggest challenge that it faces is to understand the
end-to-end process from the customer perspective! The customer journey is what happens from the point
in time when a customer decides to contact you through to the completion of that request or transaction.
How long does this journey take and what does it feel like taking the steps along the way. How long is
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spent waiting? Does the agent have the customer details to hand? Can the agent answer the query first
time? Does the fulfilment when expected? Is there the need to contact the organization again because
what was promised hasn‘t happened on time?

5. Location

Where a center is located is critical in terms of the cost of the building but more importantly the ability to
recruit and retain employees to work in the center. The ease and cost to get to a center is important for
those employed in the center but also in the integration with the Head Office functions that the center
needs to work with. The facilities and working environment is more critical than for functional line
departments because of the intensity with which the Agents have to sit at their desks and the need to
manage resource patterns. Visiting a contact center and looking at how it might feel to work in it will be
extremely telling as to how good the centers performance is, but also how the organization view and treat
their employees. If you walk into a center, would you want your job to be based in that type of facility? If
not, then why are you any different from others?

6. Finance and Business Management

There will be more management information statistics in a contact center than in any other part of the
organization. The center is measured from every different angle but unfortunately, this does not always
give a complete picture! One of the most challenging roles is the planning, measuring and reviewing of
performance because so many centers are under pressure from centers and other expectations, that
being able to step back and take an objective view maybe difficult. Most centers are run to very tight
budgets so factors such as turnover of staff will have a huge impact.

One alternative that you may to consider is outsourcing. Outsourcing (also known as BPO) has become
a hot topic in today's contact center business. What can outsourcing do for you as a business? What do
you need to consider when outsourcing? What are the common pitfalls that organizations have to face?
What things should you do to reduce the risk of outsourcing going wrong?

So as you can now fully appreciate, center centers are highly complex operations that can be mastered if
you have the right advice and guidance.

Contact Center: Organizational structure

Globalization, advancements in tech, and Covid-19, have forced organizations to rethink their strategies
and change the way they operate. When strategy changes, organizational structures, employee roles,
and job functions should be realigned with the new objectives. If this does not happen, ambiguity,
confusion, and a lack of accountability often follow.

In a contact center setting, this doesn‘t always happen. This, the experts say, isn‘t surprising since it is a
complex process, and finding a practical approach to organizational design can be difficult. The reality,
though, is that it could result in responsibilities being overlooked, inappropriate staffing, and people (even
functions) working against each other. Organizations need to show people how to operate in a new
structure as it dictates the relationship of roles, and therefore, how people function.

Poor organizational structure in the engine room from which all customer contacts are managed can
trigger a baffling bayou of contradictions: confusion within roles, a lack of coordination among functions,
reluctance to share ideas, and slow decision-making. Everyone must be clear on their roles and
responsibilities to avoid duplication and redundancies that can impact your customer service operation
and of course, costs.

Organizational structure — according to Peter Drucker, the late Austrian management consultant whose
writings contributed to the philosophical and practical foundations of the modern business corporation —
is an indispensable means, and a wrong structure will seriously impair business performance and may
even destroy it. -Organizational structure must be so designed as to make possible the attainment of the
objectives of the business for five, ten, or fifteen years hence.”

What then constitutes an effective contact center structure? How do you define team roles? What are
the factors to consider? How are all these managed? This post will outline how to set up a contact center
team without overburdening your core business functions.
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Right Team: Roles and Responsibilities

A contact center consists of executive, managerial, supervisory, and staff positions — Call Centre
Managers, Team Leaders, and Agents. The size of the center will determine the available positions, as
well as the number of team leaders and additional support positions. They can have overlapping
functions depending on the contact center size. Knowing the different team roles should guide you in
slotting the right people in the right place at the right time.

The organizational structure of a contact center can vary depending on the size and complexity of the
operation. However, there are some common roles and responsibilities found in most contact centers.
Here is a basic outline of the organizational structure of a contact center:

1. Executive Level: This is the highest level of management, consisting of the CEO, COO, CFO, and
other top executives. They are responsible for setting the overall strategic direction of the company
and providing guidance to the contact center leadership.

2. Contact Center Director: This role oversees the entire contact center operation, including multiple
teams and departments. The director is responsible for ensuring the efficient and effective delivery of
customer service, managing the contact center budget, and providing strategic guidance to the team
leaders.

3. Operations Management: The operations manager is responsible for overseeing the day-to-day
operations of the contact center. This includes managing agents, ensuring that performance targets
are met, and making sure that the contact center is running smoothly.

4. Team Leaders: The team leader is responsible for managing a group of agents within the contact
center. They are responsible for ensuring that their team meets performance targets and providing
coaching and guidance to their agents.

5. Quality Assurance: The quality assurance team is responsible for monitoring and evaluating the
performance of agents within the contact center. They ensure that agents are providing high-quality
service to customers and that they are following the correct procedures.

6. Training and Development: The training and development team is responsible for providing new
agents with the necessary training to perform their roles effectively. They also provide ongoing training
and development to help agents improve their skills and knowledge.

7. IT Support: The IT support team is responsible for maintaining the technology and systems used
within the contact center. They ensure that the systems are working properly and provide technical
support to agents when needed.

8. Human Resources: The human resources team is responsible for hiring new agents, managing
employee benefits, and ensuring that the contact center is compliant with labor laws and regulations.

9. Subject Matter Experts (SMEs): SMEs are experts in specific areas such as product knowledge,
technical support, or billing. They provide additional support to CSRs and team leaders when complex
issues arise that require specialized knowledge.

10. Agents or Customer Service Representatives (CSRs): The bulk of staff in a contact center is
made up of agents, also called Customer Service Representatives (CSRs). Agents or CSRs are
responsible for interacting directly with customers, resolving their issues and concerns, and providing
excellent customer service. Agent's or CSRs manage the frontline, receiving and responding to calls,
emails, texts, and social media posts. They can be organized by channel or product/service type.
They may be specialized in handling specific types of customer interactions or channels, such as
technical support, billing, or sales.

Overall, the contact center organizational structure is designed to promote efficient and effective
customer service delivery, with clear lines of communication and accountability at each level of the
hierarchy.

Organize Clear Hierarchy

How you organize the different team roles is also critical to running a contact center smoothly—hierarchy
shows who takes the lead at different levels, promoting a culture of accountability. Creating a hierarchy of
team leaders and managers helps identify who makes the call at varying levels in a contact center
structure. A clear hierarchy is also beneficial when escalating tickets. Tickets, typically, stop at the team
leader's desk. In rare cases, a manager may step in to resolve complex cases. This structure ensures
that unique customer issues are given careful consideration.

Organizing a clear hierarchy in a contact center is crucial for effective communication, decision-making, and
overall performance. Here are some steps you can take to create a clear hierarchy in your contact center:
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Define the roles and responsibilities: Start by defining the different roles and responsibilities within the
contact center, including customer service representatives, team leaders, supervisors, and managers.
Clarify the scope of each role, the level of authority, and the reporting structure.

Establish clear reporting lines: Ensure that reporting lines are clearly defined, and each employee
knows who they report to and who they are accountable to. The reporting structure should be
hierarchical, with clear lines of communication and authority.

Develop performance metrics: Develop performance metrics for each role and establish a clear set of
expectations for each employee. This will help ensure that employees are accountable for their
performance and that there is a clear measure of success for each role.

Create a training and development plan: Provide training and development opportunities for each role
to help employees develop the necessary skills and knowledge to perform their roles effectively. This will
also help to create a clear career path for employees within the contact center.

Communicate the hierarchy: Ensure that the hierarchy is communicated clearly to all employees. This
can be done through regular team meetings, training sessions, and a clear organizational chart that
outlines the reporting structure.

Provide ongoing feedback: Provide ongoing feedback to each employee, including regular
performance reviews, coaching, and mentoring. This will help to ensure that employees are motivated,
engaged, and aligned with the overall goals of the contact center.

By following these steps, you can create a clear hierarchy in your contact center that promotes effective
communication, decision-making, and overall performance. When creating a hierarchy, avoid redundant
managerial functions. Leaving two people unclear of who is in charge leads to conflict or stagnation—the
manager assumes the other manager is doing the task.
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Information Sheet —1.2.2

Learning Objectives: At the end of the session trainee will be able to set up a contact center.
CONTACT CENTER SETUP REQUIREMENTS - The Checklist

Content Summary:

The importance of a contact center requirements checklist

Key Requirements to Setup a New Contact Center

Calculate the number of employees needed

Decide where your contact center should be located

Choose technology that matches your business needs

Set aside adequate time and resources

Hiring and training ahead of the grand opening

Building a good workplace culture in your new contact center

ok =

A successful contact center relies on many factors, but do you know how to make sure you have them in
place? This checklist will discuss some of the most important things to consider when setting up your
own contact center. We will also give you a checklist of requirements that should be included in order to
ensure success.

The Importance of a Contact Center Requirements Checklist

It is simple to make sure that you are prepared. Having what is needed in advance will help keep your
company running smoothly and efficiently, without facing any unnecessary hiccups or problems along the
way. You can also use it as a list of items needed to start or expand the contact center.

If you use a contact center requirements checklist, you will not have to repeat the same
processes twice, since you will already have covered all the most important aspects.

It can be hard for a company to get the hang of things right away. There are so many aspects that you
must consider and keep in mind before starting up (including everything from hiring employees, renting
space, or buying office equipment).

Using the checklist will help you track not only how much money is being spent, but the overall efficiency
of your contact center. If so, this checklist will help you to setup your ideal contact center, detailing the
requirements your business needs to consider when starting from scratch.

The following key requirements to keep in mind when opening a brand-new
contact center:

Calculate the number of staff (Agents) needed

Decide where your contact center should be located

Choose technology that matches your business needs

Set aside adequate time and resources

Hiring and training ahead of the grand opening

Building a good workplace culture in your new contact center

2B

Let‘'s deep dive in detail:

1. Calculate the number of Staff (Agents) needed

Staffing calculation is also used as part of the long-term capacity planning process, informing the contact
center's training and hiring programs, along with growth plans and estimated attrition rates.
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This part we will cover in details in our Learning Outcome 2.1 - Determine number of agents for a contact
center module. Under this module, In Information sheet 2.1.7 HOW TO WORK OUT: How Many Staff You Need,
we follow easy to use 9 Step Process to calculate the number of staff or agents in a contact center
needed.

2. Decide where your contact center should be located

2.1 Think about the skills you are trying to attract

A good starting point is to think about the skills you are trying to attract into your business. For example,
if you need multilingual employees, situating your contact center near an airport or big city can help you
gain access to the skills you need. Whereas if you are putting on a local service for a specific area, you
should consider employing people in that area who will already have an understanding of the local
culture.

2.2 Close proximity to headquarters can help embed a stronqg brand identity

Your business may also benefit from setting up the new contact center in close proximity to company
headquarters. This can help agents feel more aligned with the brand and the wider business, as well as
create opportunities to take agents off the phones and into nearby factories, warehouses, or marketing
departments.

2.3 Make sure it is easy for your employees to get to work

Another key consideration is to look at how your employees will get to work and how accessible your
contact center is by car and public transport.

e |s there a bus stop or train station nearby?

e Do the bus and train timetables schedules align with your shift patterns?
Even if your contact center is offering amazing employment opportunities in the local area, you will
struggle to hire people if they can‘t travel easily to work each day.

2.4 Do your research to make the most of your budget

It is also important to think about your budget when choosing a location for your contact center. The size
and quality of office premises varies considerably across the country, so it is worth doing your research
to find out where you can get the most for your money — without compromising on talent and
accessibility.

3. Choose technology that matches your business needs

3.1 Focus your technology choices around the information you need to capture

A generic list of contact center technologies won‘t really help you make an informed decision about what
your new operation will need. Instead, use an outside-in approach to help you make informed technology
choices that are relevant to your business goals. Here are a handful of questions to take into
consideration:

e What channels are my customers using?

e What knowledge do | need and where will it be stored?

e Do | need a Customer Relationship Management (CRM) system to build a case for my
individual customers?

e Wil I need to offer a segmented service? If so, how will | route my calls?

Once you have decided what you need, you should also consider how all of your systems are going to
work together — and how they will form the user interface.

The basics-That aside, here is a list of core technologies we believe every new contact center should
have (as of February 2023):

e Agent Desktop
e ACD/ Call Routing

CBLM — Advanced Customer Service (ACS) (Student Guide).
October 2022 Skills for Employment Investment Programme (SEIP) Page 50 of 411



Predictive Dialer

Headsets

Call Recording

Contact center Software

Cloud Solutions

Workforce Management and Workforce Optimization
Customer Relationship Management (CRM) Systems

The _nice to haves*

Here is a list of additional contact center technologies that can enhance the performance of your contact
center and improve the customer experience:

1- Analytics 4- Scripting 7- Knowledge Management
2- Customer Surveys 5- E-learning 8- Performance Management
3- Call Back 6- Multilingual Customer Support | 9. Quality Monitoring

For Detail, please read Information sheet 4.4.2 - Contact Center Technology Trends

3.2 You don‘t have to decide which headsets to use straight away

Headsets may be the first piece of technology that springs to mind when starting up a contact center.
However, the exact make and model of your headsets is a decision that can be left until the later stages
of the planning process. It can even be left until the very end, if you plan to trial several products in the
first few weeks of opening your operation. The only decision you will need to plan for in advance is
whether you want to use headsets with standard desk phones or computer-based telephony.

Map the customer journey and evaluate your processes

You should also set aside time to plan your customer journey and think about how your processes are
going to work. It is far better to spot a time-consuming glitch in the planning stages than when you have
200 agents taking live calls.

3.4 Use Google Translate and stay professional while you gauge multilingual demand

If you arent sure how many multilingual enquiries you will receive, one resourceful way to prepare for
this, without undermining your professionalism, is to use Google Translate. You can then have We're
having this conversation using Google Translate”, and -Would you prefer to have this conversation in
English?” professionally translated. Your team can then do their best to handle these enquiries, without
losing business, while you gain a sense of demand.

4. Set aside adequate time and resources

4.1 Rolling out a contact center usually takes around 6 months

Rolling out a contact center operation usually takes around 6 months. It is possible to roll out a contact
center in 3 months (at a push). However, this isn‘t the best situation to be in as it puts everyone under a
lot of pressure. However, these are only realistic time frames if the business processes have been
properly developed and the operation‘s responsibilities have been mapped. It can take up to 2 years for a
contact center to be set up from start to finish — as it is not unusual for the planning stage to take 18
months, followed by a 6-month rolling-out period. But it can be done in less than a week....

In a disaster recovery situation, if our business continuity plans become obsolete, there may be a need to
speed up your plans to start a contact center from scratch. To do this, however, there isn't time to
properly customize an on-premise solution. Instead, you will need to move to the cloud and take the
guidance of an expert cloud provider.

CBLM — Advanced Customer Service (ACS) (Student Guide).
October 2022 Skills for Employment Investment Programme (SEIP) Page 51 of 411



4.2 You will need at least one person managing the project on a full-time basis

Setting up a new contact center isn‘t a sideline project. You will need to take at least one person out of
their existing role to manage the project on a full-time basis. They will also need access to a team to
bring the project to fruition within a realistic timeframe. Having proper processes and management in
place is key to success.

4.3 Timing will also depend on the size of the contact center

The time it takes to complete your new contact center will also depend on the sheer size of the operation
you are trying to build. This has more to do with the volume of work that needs to be completed rather
than any increase in complexity. For example, the difference between a 50-seat operation and a 500-
seat operation is that a further 450 people will need to be hired and trained. You will also require an
additional 450 desks and phones to be installed, and so on.

4.4 A multichannel contact center may also take slightly longer

You need to consider the number of channels you need to install and build in extra time accordingly. It is
far less time consuming to open a basic phone contact center compared with one that can handle social
media, webchat and email. You will also have to factor in any extra training your agents might need to
properly handle these additional channels.

4.5 Build in buffer time” for delays and unexpected issues

With such a large project in hand, it is highly unlikely that everything will go to plan. To help overcome
this, schedule in some —budlr time” during the rolling-out period for the inevitable delays and unknowns.

5. Hiring and training ahead of the grand opening

5.1 You need to think outside the box to hire and train agents without an office

If you are running to a tight schedule, it is likely that you will be hiring and training your new recruits
before your new contact center building is ready to use. If this is the case, you will need to think outside
the box to find a venue where these events can be held.

e Do you have a head office nearby with a spare conference room?

e Could you hire a room at a local hotel or college?

e Do you have a local Job Center Plus? They often have some space local businesses can use.

5.2 Interview off-site until everything is completely finished

Even if the building is safe to use but isn't quite finished, it is a good idea to interview and train your
agents at a different location. You want to make a great first impression — especially if you are fighting for
the best talent in your area — and ushering your interviewees through uncarpeted corridors probably
won't cut it.

6. Building a good culture in your new contact center

6.1 You need a strong management team to support and motivate everyone

Starting a contact center from scratch doesn‘t stop once the phone lines are working! Maintaining and
building a good company culture takes commitment from the top down. This is why it is important you
have the right team leaders and managers in place who are involved in mentoring, motivating and
supporting your agents. To get buy-in from the management team and ensure they work well together,
you need to get them involved in the new contact center as soon as possible.

6.2 Base early performance targets on outcomes such as sales figures

To ensure that your new contact center is meeting its purpose and that you are achieving your goals,
your early performance targets should be outcome-based. For example, based on the numbers of sales,
or appointments made.
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6.3 Customer-focused metrics can help with agent buy-in

You should also put a number of customer-focused metrics in place to get your team involved in meeting
your performance targets. If your agents are directly focused on the customer, they will understand how
their role feeds into the bigger picture. This will help to create a sense of purpose and buy-in amongst
your front-line employees.

6.4 6.4 Good facilities will help make your contact center a great place to work

Providing good facilities for your employees is also important for driving a positive company culture. It
can help to think of your new contact center as a university or college campus, needing a variety of
amenities to support your community of workers. Basic considerations include on-site vending machines
and cash machines, a well-stocked canteen, and a fun break-out room filled with pool tables, TVs and
comfy sofas.

6.5 A phased transition can help everything settle before you go fully live

If you are moving an old contact center across to a new contact center, a phased transition can help
address any -teething problems” before you go fully live. Your transition phase could last for up to 3
months, as you gradually pass all contacts from your old premises to your new premises. This has the
added advantage of the old contact center being part of -the backup plan” in the event that something
goes wrong on the new site. You can take a similar approach with a brand-new operation by bringing in
new starters in waves, or starting up one channel at a time over the course of an introductory period.

Now, if you decide to use this contact center requirements checklist as a guide, you will be able to set up
your own contact center without any issues and save both time and money in the process.

Contact Center Setup Requirement -The Check List

1 | Calculate the number of Staff (Agents) needed

[Calculate Staff Numbers through Nine-step process, Covering in Information sheet 2.1.7]

1.1 | Step 1: Work Out How Many Calls Are Coming into the Business

1.2 | Step 2: Work Out the Number of Calls for Every 30 Minutes/Hour

1.3 | Step 3: Work Out Your Average Handling Time (AHT).

1.4 | Step 4: Determine Your Service Level.

1.5 | Step 5: Factor in Maximum Occupancy.

1.6 | Step 6: Calculate Your Shrinkage.

1.7 | Step 7: Work Out Your Average Patience.

1.8 | Step 8: Plug the Numbers into an Erlang Calculator.

1.9 | Step 9: Map Staff vs. Shift Patterns

2 | Decide where your contact center should be located

2.1 | Think about the skills you are trying to attract

2.2 | Close proximity to headquarters can help embed a strong brand identity

2.3 | Make sure it is easy for your employees to get to work

2.4 | Do your research to make the most of your budget

3 | Choose technology that matches your business needs

3.1 | Focus your technology choices around the information you need to capture
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3.2

You don‘t have to decide which headsets to use straight away

3.3 | Map the customer journey and evaluate your processes
3.4 | Use Google Translate and stay professional while you gauge multilingual demand
4 | Set aside adequate time and resources
4.1 | Rolling out a contact center usually takes around 6 months
4.2 | You will need at least one person managing the project on a full-time basis
4.3 | Timing will also depend on the size of the contact center
4.4 | A multichannel contact center may also take slightly longer
4.5 | Build in -buffer time” for delays and unexpected issues
5 | Hiring and training ahead of the grand opening
5.1 | You need to think outside the box to hire and train agents without an office
5.2 | Interview off-site until everything is completely finished
6 | Building a good workplace culture in your new contact center
6.1 | You need a strong management team to support and motivate everyone
6.2 | Base early performance targets on outcomes such as sales figures
6.3 | Customer-focused metrics can help with agent buy-in
6.4 | Good facilities will help make your contact center a great place to work
6.5 | A phased transition can help everything settle before you go fully live
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Information Sheet —1.2.3

Learning Objectives: At the end of the session trainee will be able to Identify calls coming in and track
their progress through the system for improving contact center process.

CONTACT CENTER PROCESS: A Blueprint

Content Summary:

Nine (9) Contact Center Process Blueprint:
Contact
Routing
Identification: the customer's profile and history.
Verification
Needs Assessment: history and profile to better understand the customer's situation.
Issue Resolution
Escalation
Follow-Up
9. Feedback
Understanding Call Arrival
How does a customer contact you?
Hold System
Service Levels

NSO ON~

A contact center process blueprint is a diagram that outlines the different steps involved in the customer
service process in a contact center. Here is a sample contact center process blueprint:

1.

2,

Contact: The customer initiates contact with the contact center through one of several channels,
including phone, email, chat, or social media.

Routing: The contact is routed to the appropriate agent or team based on the customer's needs, the
reason for contact, and the agent's skills and availability.

Identification: The customer is identified through a unique identifier, such as an account number or
email address. The agent uses this information to access the customer's profile and history.
Verification: The agent verifies the customer's identity by asking for personal information or using a
verification process, such as a PIN or security question.

Needs Assessment: The agent assesses the customer's needs by asking questions and listening to
the customer's concerns. They also use the customer's history and profile to better understand the
customer's situation.

Issue Resolution: The agent works to resolve the customer's issue or answer their question. This
may involve providing information, troubleshooting a technical issue, or taking action to resolve a
problem.

Escalation: If the agent is unable to resolve the customer's issue, they escalate the issue to a
supervisor or another team with the necessary expertise.

Follow-Up: The agent follows up with the customer to ensure that the issue has been resolved and
that the customer is satisfied with the service they received.

Feedback: The customer is given the opportunity to provide feedback on the service they received,
which is used to improve the contact center's processes and performance.

This contact center process blueprint can be modified and customized to fit the specific needs and
requirements of a contact center. The diagram can also be used to identify areas for improvement and
optimize the contact center's performance.
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Understanding Call Arrival

In a contact center system, the call flow arrival typically occurs when a customer initiates a call by dialing
a designated phone number or clicking a call button on a website or mobile app.

Once the call is initiated, it is routed to the contact center system, which typically includes an automatic
call distributor (ACD) that helps to distribute the call to the appropriate agent or department based on
factors such as availability, skills, and priority.

The call flow arrival can also be triggered by other types of interactions, such as email or chat messages,
depending on the channels supported by the contact center system. The timing of call flow arrival
depends on various factors, such as the capacity of the contact center system and the level of customer
demand. During peak times, call flow arrival may be more frequent, which can lead to longer wait times
for customers and potentially longer handle times for agents.

To effectively manage call flow arrival, contact center systems may use tools such as call queuing, call
back, and virtual hold to optimize the customer experience and reduce wait times. Additionally, the use of
real-time monitoring and reporting can help contact center managers identify and address bottlenecks in
call flow arrival and improve overall system performance.

How does a customer contact you?

When a customer calls or contacts the contact center, the system collects their customer data and
creates a customer record. The call or contact is then routed to a queue, and the system checks for
agent availability to assign an agent to the call. The call or contact is then sent to the assigned agent,
who processes the call or contact and updates the customer record as needed. Finally, the call or contact
ends, and the customer record is updated accordingly. This diagram illustrates the flow of data and
activities involved in the customer contact process in a contact center.

Starting from the outside in. The process is probably something
along the lines of:

Customer Calls
T

Customer calls — This is purely the design of the existing
telephone call. It does not reflect any background process issues
affecting the customer.

Agent handles call — With a simple process such as this, the call
routing is easiest, and the customer has no idea of where they Ccustomer Held in
stand in relation to the rest of the calls arriving. Will they be Cueue until Someone
answered in the next 10 seconds or is the wait going to be half an Answers Call
hour?

You all know as well as | do in this case the call is ALWAYS
answered just as you decide to hang up and you hear the -Hello, r
thank you for calling...” just as you‘ve gone past the point of no
return in hanging up.

Agent Handles Call

Although the system is simple, the scope for customer
dissatisfaction is high. As with the staff rotation example above, a
few simple changes can lead to massive results in goodwill, I

customer, and staff satisfaction. -~
( End Process y
Below are three examples of simple call routing changes (getting | ™-._ A
progressively more complex) that can be applied to most phone

switches.
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Hold system

The customer contacts the contact centre through a phone call, email, chat, or social media, and the
contact is placed in a queue or on hold while the system routes the call to the appropriate agent or team
based on the customer's needs. The system then notifies the agent when the customer is in the queue,
and the agent answers the call or contact.

The diagram shows the basic steps involved in a hold system when a customer contacts a contact
centre. After the customer contacts the contact centre, the call is placed on hold and the customer hears
hold music or a message. The system then notifies the agent when the customer is on hold. The agent
can then answer the call or contact and the call or contact ends when the issue is resolved.

Note the area in the dashed line is a loop until an agent is available. The timings are between messages
and the agent availability check is continuous. Music can be added between the hold messages.
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Below is a further refinement of the system giving the option for the customer to leave a message on an
IVR (interactive voice response) system. This is the logical next step.

The diagram below is the last of the general call-flow ones. These models use the assumption that all
teams are separate. Other call-flow manipulation could include:

e If the customer service team is busy, wait 20 seconds then check if a sales team member is free,
if so route the call (and vice versa).

o If you have a high demand on one team and low on the other, calls can route to the low-demand
team as an overflow.

Both these options, however, mean that the teams have to be cross-trained on the other's policies,
procedures and scripting where required.

This is about as complex as most start-up contact centers need to get, and the above facilities should be
available either as part of the main package or as a bolt-on to any switch made after about 1985.
However, care needs to be taken in menu design. Nested menus, menus with four or more options, and
overtly technical phrasing in the menu commands will ultimately drive abandon rates up.
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Service Levels

The definition of service levels is a matter of great debate across the industry. Again, argument rages
about what measures to use, how many to use and how they are to be set.

In moving from an initial direct calls system to a distributed call basis, it is probably prudent in the first
instance to define a couple of levels then play around until you have them working properly. Then as time
progresses you can become more elegant both with the technological use of your switch and with the
levels and measures you are using to chart progress. So, what service levels do we define?

The conventional contact center target service level is: 80% [i.e., 80% of all answered calls to be
answered in under 20sec]

Unfortunately, calculating call center service levels is a highly contentious issue. This is because the rate
can easily be manipulated depending on the formula employed to calculate it. The details we will learn
about Service Level in the Information Sheet 2.1.6 The Most Common Contact Center KPI Metrics.
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Information Sheet —1.2.4

Learning Objectives: At the end of the session trainee will be able to identify essential contact center
metrics to track by Team leaders to ensure success.

CONTACT CENTER METRICS AND KPIS: A deep dive

Content Summary:

What Are Contact Center Metrics? And What are KPIs?
Essential Contact Center Metrics in to 8 Distinct Categories to Track to Ensure Success

What Are Contact Center Metrics?

A successful contact center is one that keeps the customers happy, the agents productive, and the
operations profitable. But without accurate numbers or valid data, you can only assume that customers
are happy or that your agents are doing their best. This may lead to consistent losses or high agent
attrition. Fortunately, contact center metrics and KPIs (including remote contact center metrics) quantify
different aspects of contact center operations.

What are KPIs?

A Key Performance Indicator (KPI) is a quantifiable measure that helps organizations track their progress
toward achieving their key business objectives. By regularly monitoring KPIs, companies can determine if
they're on track to reach their targets and make any necessary adjustments to their strategies. Think of
KPIs like you would a life jacket: The jacket keeps you afloat, but it still requires you to swim to shore.
KPIs (Key Performance Indicators) give you direct visibility into your data and trends, but at the end of
the day you still need to put in action to improve on your numbers and keep those positive trends going
forward.

33 Essential Contact Center Metrics to Track to Ensure Success

Managers must ensure that all center operations are constantly optimized to run at maximum efficiency.
And they can do this by choosing and tracking the right set of ca center metrics and KPIs (Key
Performance Indicators).

These metrics may also reveal patterns with regards to customer experience, workforce
management, and agent productivity. Leaders and managers can use these insights to fine-tune the
contact center processes further. Managers or Team leaders can then evaluate them to see how close or
far they are from the intended values, as mentioned in the SLA (Service Level Agreement).

We have curated a list of unique Thirty-three must-watch contact center metrics and KPlIs for leaders and
managers, each of which is crucial for a contact center‘s success:

1 ?(;JSSE'P;er Satisfaction Score 12 | Average Handling Time (AHT) 23 E(;ggz)at Purchase Rate
2 | Net Promoter Score (NPS) 13 | Average Speed of Answer (ASA) 24 | Upsell Ratio

3 | Customer Effort Score (CES) 14 | Average After-Call Work Time (ACWT) | 25 | Redemption Rate

4 | Customer Lifetime Value (CLV) 15 | Abandonment Rate 26 | Peak Hour Traffic

5 | Customer Loyalty Index (CLI) 16 | Occupancy Rate 27 | Call Arrival Rate

6 | Customer Churn Rate (CCR) 17 | Utilization Rate 28 | Cost Per Call (CPC)
7 | Customer Retention Rate (CRR) 18 | Shrinkage 29 | Forecast accuracy

8 | Customer acquisition cost (CAC) 19 | Service Level 30 | Quality Score

9 | First Contact Resolution (FCR) 20 | Absenteeism 31 | Customer Loyalty

10 | First Response Time (FRT) 21 | Schedule Adherence Rate 32 | Customer satisfaction
11 | Average Resolution Time (ART) 22 | Agent Attrition 33 | Customer Experience
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We've broken down these 33 most important contact center metrics in to Eight (8) distinct categories to
track so you can ensure teams are maximizing productivity and operational efficiency and evaluate agent
performance, boost your customer experience, find ways to improve your numbers, and make your
customer service better.

Contact Center Operations Metrics

Agent Productivity Metrics
Workforce Management (WFM) Metrics
Contact Center Performance Tracking Metrics

Customer Satisfaction Metrics
Customer Engagement Metrics
Customer Loyalty Metrics
Customer Experience Metrics

0 N O O

A WODN -

1-Customer Satisfaction Metrics

Customer satisfaction is defined as a measurement to determine how happy your customers with your
business are. Assessing client satisfaction helps you to identify the white and gray of your products,
services, and solutions. Measuring customer satisfaction metrics gives you valuable insights into your
overall business performance. Based on the insights you can enhance on the areas you are doing well
and improve the areas having loopholes. The 3 matrices that are used by businesses for performance
measurement to analyze the level of satisfaction in the overall customer journey.

2-Customer Engagement Metrics

Customer engagement metrics offer crucial insights into the experience customers have with a brand.
While many focus on a north star metric to measure engagement — such as a net promoter score — there
are many possibilities to track. These may transcend departments, from campaign open rates in
marketing to first contact resolution in customer service. However, the most prominent customer
engagement metrics expand beyond the confines of different departments, bringing everyone together
with a single focus to facilitate a better experience. 5 Leading Customer Engagement Metrics typically
align with the organization‘s vision.

3-Customer Loyalty Metrics

Loyalty is an emotion, which makes it a little tricky to measure. But by using X (Experience) and O
(Operation) data metrics in tandem, your business can track customers showing loyal behaviors, and turn
that data into actionable insights. Here are 8 metrics that can help you measure customer loyalty as part
of a loyalty program.

4-Customer Experience Metrics

Customer experience can‘t be measured directly, but keeping track of the factors related to it gives us a
good proxy. Customer experience metrics are just that — measurable indicators of a good, or bad,
customer experience. And whilst measurement is not the goal, it can, and should, be used to gauge the
improvements you make to the experience over time. Because customer experience is complex, it's a
good idea to keep track of a variety of metrics in order to make sense of its different dimensions. In this
section we'll round up the 10 key CX metrics that need to know about.

5- Contact Center Operations Metrics

Contact center operations metrics help companies understand contact center performance over time.
Tracking 5 KPlIs is crucial for executives to identify peak times, spot trends, and forecast staffing needs.
Leadership uses contact center operations metrics to help them manage day-to-day operations and
reach team goals.

6-Agent Productivity Metrics

To evaluate a contact/call center agent, you don‘t just want to answer the question, -Are they doing a
good or bad job?” Agents face various issues and deal with different types of customers, so it's better to
adopt a more holistic approach. Evaluate how much effort agents put in and how they resolve customer
issues by monitoring 6 certain agent performance metrics.
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7-Workforce Management (WFM) Metrics

Workforce management (WFM) is having the right people working on the right things at the right time.
WFM metrics and analytics lets you know if you're doing it well. And doing WFM well can optimize your
support agents' productivity, reduce turnover and improve dramatically your customers' experience and
satisfaction. But there are some essential metrics in managing your customer-facing teams. If you‘re just
getting started with WFM, there are the 11 metrics that you should learn about first.

8-Performance Tracking Metrics

When it comes to contact center performance management, it's crucial that you know your metrics. By
tracking the right metrics and key performance indicators (KPIs), you can ascertain how your contact
center is performing overall. As there are a multitude of possible metrics, it can be difficult to know which
ones to focus on. Tracking them all is an impractical and impossible task -so you need to be strategic
and choose your metrics wisely. By tracking the 11 right metrics and key performance indicators
(KPIs), you can ascertain how your contact center is performing overall.

Tracking the right metrics can dramatically improve contact center performance on every count. But with
hundreds of KPIs around, it can be challenging to pick the right ones for your contact center. Now, in
following you have an essential list of thirty-three contact center metrics to choose from:

Customer Satisfaction

Customer Experience (CX)

Workforce Management (WFM)

Metrics:

Metrics:

Metrics

Customer Satisfaction Score Customer Satisfaction Score . '
1 (CSAT) 1 (CSAT) 1 Average Handling Time (AHT)
2 | Net Promoter Score (NPS) 2 | Net Promoter Score (NPS) 2 | Abandonment Rate
3 | Customer Effort Score (CES) 3 | Customer Effort Score (CES) 3 | Occupancy
;j Customer Engagement 4 | Customer Lifetime Value (CLV) 4 | Utilization

Metrics:
1 Customer Satisfaction Score 5 | Customer Churn Rate (CCR) 5 | Shrinkage

(CSAT)
2 | Net Promoter Score (NPS) 6 | Customer Retention Rate (CRR) 6 | Service Level
3 | Customer Effort Score (CES) 7 | First Contact Resolution (FCR) 7 | Absenteeism
5 | customer Churn Rate (CCR 9 | Average Resolution Time (ART) 9 | Agent Attrition
(ol Customer Loyalty Metrics: H g‘;’t‘:ﬁ:‘: Center Operations 10 | Forecast accuracy

Customer Satisfaction Score

Performance Tracking

1 (CSAT) 1 | Abandonment Rate H Metrics
2 | Net Promoter Score (NPS) 2 | Peak Hour Traffic 1 (Ci_;os\:%mer acquisition cost
3 | Customer Effort Score (CES) 3 | Call Arrival Rate 2 | First Contact Resolution (FCR)
4 | Customer Lifetime Value (CLV) 4 | Cost Per Call (CPC) 3 | First Response Time (FRT)
5 | Customer Loyalty Index (CLI) 5 | Quality Score 4 | Average Handling Time (AHT)
6 | Repeat Purchase Rate (RPR) I Agent Productivity Metrics 5 | Abandonment Rate
7 | Upsell Ratio 1 | Average Handling Time (AHT) 6 | Service Level
8 | Redemption Rate 2 | Average Speed of Answer (ASA) 7 Peak Hour Traffic
Average After-Call Work Time .

3 (ACWT) 8 | Call Arrival Rate

4 | Occupancy Rate 9 | Cost Per Call (CPC)

5 | Utilization Rate 10 | Forecast accuracy

6 | Schedule Adherence Rate 11 | Quality Score
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Self-Check Quiz-1.2.1to0 1.24

Check your understanding by answering the following questions. Write the correct answer for the
following questions:

Question 1: What is a Contact Center?

Question 2: Describe the types of Contact Center?

Question 3: What is a Cloud Contact Center?

Question 4: What is Contact Center as a Service (CcaaS)?

Question 5: What is the 5 Essential Contact Center Services?

Question 6: What is the 3 Essential Benefits of Contact Center?

Question 7: What is the most common Technologies Used in a Contact Center?

Question 8: What are the key components that are integrated into the Contact Center operation?

Question 9: What are the common roles found in Contact Center organization structure?

Question 10: Describe about key importance of a contact center requirements checklist?

Question 11: Explore the category of contact center requirements checklist?

Question 12: Which software to use for contact center business?

Question 13: What is the Industry Standard of Contact Center service level?
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Answer Key - 1.2.1to 1.2.4

Answer 1:

A contact center is the business division that handles communications with a business's customers.
Typically, the contact center is staffed with customer service agents who interact with customers over
various channels, often including call, email, text, live chat, voice over IP (VOIP), and social media.

Answer 2:
However, contact centers typically fall into one of the following categories: omnichannel, multichannel,
inbound, outbound, and blended.

Answer 3:

A cloud contact center, often referred to as cloud contact center software, is a centralized, online platform
that handles all outbound and inbound customer communications across multiple channels. These
software solutions provide customer service teams with cloud-based services and tools that help them
manage agents, automate tasks, distribute calls and messages, track and analyze data, and much more.

Answer 4:

Contact center as a service (CcaaS) is a cloud-based customer communication solution that allows
businesses to buy only the tools they currently need from the software provider. With CcaaS, businesses
can set up their contact center faster than if they were to create an on-premise center. With Ccaa$S there
is no need for internal hardware or IT. All the tools are in the cloud, and the provider is responsible for
troubleshooting any issues.

Answer 5: The 5 Essential Contact Center Services are:
Telephone Service

Text Messaging Service (SMS)
Chat Service

Social Media Service

Email Service

o=

Answer 6: The 3 Essential Benefits of Contact Center are:
1. Enhanced Customer Experience
2. Increased Agent Efficiency
3. Better Business Insights

Answer 7: Below are introductions to the most common technologies used in a contact center:

Automatic Call Distribution

Customer Relationship Management System
Computer Telephony Integration

Predictive Dialers

Call Recording Systems

= |nteractive Voice Response

Answer-8: There are 6 key components which should be integrated into the contact center operation:

Customer

People

Technology

Process

Location

Finance and business management

ook wh =
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Answer 9: Here is a common role of the organizational structure of a contact center:

Senior Management
Operations Management
Team Leaders

Quality Assurance

IT Support

Training and Development
Human Resource

Agent

Answer 10: Key importance of a contact center requirements checklist as follows:

Using the checklist will help you track not only how much money is being spent, but the overall
efficiency of your contact center. If so, this checklist will help you to setup your ideal contact
center, detailing the requirements your business needs to consider when starting from scratch.

Answer 11: The category of contact center requirements checklist?

Calculate the number of employees needed

Decide where your contact center should be located

Choose technology that matches your business needs

Set aside adequate time and resources

Hiring and training ahead of the grand opening

Building a good workplace culture in your new contact center

VVVVYVY

Answer 12: The Basic software to use for contact center business are:

Agent Desktop

ACD/ Call Routing

Predictive Dialler

Cloud Solutions

Workforce Management and Workforce Optimization
Call Recording

Headsets

Customer Relationship Management (CRM) Systems
Contact center Software

O O O O O O O O O

Answer 13:

Target service level: 80% (i.e., 80% of all answered calls to be answered in under 20sec — the
conventional contact center target service level)
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Learning Outcome 1.3 - Interpret customer service leadership

CONTENTS:

UNDERSTANDING LEADERSHIP: Why Need Leadership in Contact Center.
TEAM LEADERSHIP IN CONTACT CENTER: What Makes a Great Team Leader?

TEAM LEADERSHIP IN CONTACT CENTER: Roles & Responsibility of Team Leader.
TEAM LEADERSHIP IN CONTACT CENTER: Establishing KPIs in Contact Center.
TEAM LEADERSHIP IN CONTACT CENTER: How to Develop.

ASSESSMENT CRITERIA:

Traits of a leader are interpreted.

Role and responsibilities of team leader are described.

3-P operational framework is interpreted.

Procedures to develop capacity of a team leader are explained.

PO

RESOURCES REQUIRED:

Students/trainees must be provided with the following resources:

Workplace (actual or simulated).
Tools, equipment and facilities appropriate to the process or activity.
Materials relevant to the proposed activity.

Learning Activity — 1.3

Learning Activities Resources / Special instructions / References

e Information sheets: 1.3.1 t0 1.3.4
1.3 Interpret customer service leadership | ¢ Self-Check Quiz: 1.3.1to 1.3.4

o Answer keys: 1.3.1t0 1.3.4
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Information Sheet — 1.3.1

Learning Objectives: At the end of the session trainee will be able to Identify the key traits needed for
great team leadership in a contact center.

Content Summary:

Importance of Contact Center Team Leaders
9 Traits of Effective Leadership in Contact Center
1. They‘ve Developed a Critical Leadership Behavior: Accountability
They Develop Trusting Stakeholder Relationships
They Focus on Pulling’, Not Pushing’
They Are Proactive and Pre-empt Future Issues
They Have Strong Coaching® Capability
They Have a Service and Organization Mindset
They Are Evidence and Insight Driven
They Don‘t Shy Away from Underperformance or Behavioral Issues

© ® NN

They Wear a Customer Experience Hat

TEAM LEADERSHIP IN CONTACT CENTER: What Makes a Great Team Leader?

Team leaders direct and guide individuals with the intent of achieving a particular goal. For example, a
customer service team leader may oversee a team throughout the completion and execution of a
customer-focused strategy. These roles aren't necessarily in a management role, but rather oversee a
team and then report the team's progress and results to a manager. Team leaders monitor the progress
of a team throughout the duration and successful completion of a project.

A contact center team leader is someone who consistently shows a customer-focused approach to
service within an organization. Team Leaders in contact center guide others with the mindset that
excellence in serving customers starts with how company leaders act. Leaders who are focused on
customer service create an environment where team members are immersed in a strategic vision for
meeting client needs. These leaders support employees by giving them the tools to successfully manage
customer interactions, such as high-quality training, clear objectives and templates for addressing
customer feedback.

They may work as part of the team and complete tasks related to the project as well as lead the team.
These professionals must also be able to effectively motivate team members to accomplish goals and
complete tasks in a timely and efficient manner. When team members are motivated to take part in the
achievement of a goal, they are better able to function as a team and work towards a common solution.

Importance of Contact Center Team Leaders

High quality leaders are the backbone of every organization. Unfortunately, 77% of organizations struggle
to find people who can lead.

Without a solid leadership team, companies can have a hard time accomplishing even the most basic
tasks: hiring good employees, bringing in customers, and increasing profit. That's because leaders are
the individuals who inspire and motivate your company to go from A to Z.

Contact center team leaders are no different.

Contact center team leaders who are uninspiring and ineffective can have an extremely negative impact
on their direct reports. According to Forbes, the least inspiring and motivated leaders cause 47% of their
direct reports to think about quitting, and 93% of the time they rate in the bottom 10% for productivity.
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On the other hand, good contact center team leaders are responsible for:

Maintaining your organization‘s vision and goals

Inspiring employee morale, which decreases employee turnover
Communicating new strategic directives while ensuring compliance
Motivating employees to perform better and be more productive
Providing the appropriate tools and resources to produce quality work

We look at the skills needed for great team leadership and where a good team leader focuses most of
their time in helping to run a contact center in the next information sheet 1.3.2.

9 Traits of Effective Leadership in Contact Center

Here we share following 9 traits that makes team leaders high performing, with practical tips for how you
can put these traits into practice from today:

They‘ve Developed a Critical Leadership Behavior: Accountability
They Develop Trusting Stakeholder Relationships

They Focus on Pulling’, Not Pushing'

They Are Proactive and Pre-empt Future Issues

They Have Strong Coaching’ Capability

They Have a Service and Organization Mindset

They Are Evidence and Insight Driven

They Don‘t Shy Away from Underperformance or Behavioral Issues
They Wear a Customer Experience Hat

CoNoOOhWN =

1. They‘ve Developed a Critical Leadership Behavior: Accountability

Working in customer services isn't for the faint hearted, right? It can be fast paced, and the effective
running of customer service team can be reliant on many dependencies seemingly out of our control.

You can control and influence everything. High-performing team leaders have the ability not to get stuck
in the moaning mud’, by not wasting energy and time being negative and waiting for things to sort
themselves out. Instead, they take ownership, find solutions, and make things happen. This behavior is
often the secret ingredient for team leaders wanting to get promoted to more senior positions.

Practical Tips:

¢ Recognize when you‘re being negative and showing unaccountable behaviors.

¢ When you‘re faced with a challenging situation, take a moment to think about all the possible things
(however small) you can do to change the situation. Take time to reflect. There could be other more
positive ways to tackle something.

¢ Research and use the incredibly useful accountability ladder*, this tool will support you in moving
yourself up the ladder to more accountable behaviors.

2. They Develop Trusting Stakeholder Relationships

High-performing team leaders focus on building open and trusting two-way relationships with their key
stakeholders across the organization. This is achieved through both formal and informal regular
conversations, with a focus on working together to improve the customer experience.

Practical Tips:

Build your own stakeholder map and identify two key relationships to focus on.

Don‘t just contact your stakeholders when you need something or when something goes wrong.
Schedule regular check-in‘ sessions to help develop the relationship.

Be clear on what you value from that stakeholder, and what you‘d like to work with them on.
Equally, it's an opportunity to gain feedback about your team from their perspective.
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3. They Focus on _PuIIinq‘, Not _Rlshinq‘

This is about focusing your energy on activities that motivate and engage your team that pull* them
towards you.

This can include building deeper relationships with your team members by focusing on their personal
development and getting to know them: What are their hobbies? What‘s going on for them outside of
work?

This is much more effective in increasing engagement and productivity than simply focusing on their
operational metrics.

Practical Tips:

e Review your calendar and identify which activities and how much time you‘re currently investing in
team engagement.
e Understand the key drivers of dis-engagement within your team, and work through them with the
team — empowering them to take ownership of the initiatives.
e Examples of _puling‘ activities:
o ensure your team have a voice and can get involved in improvement projects and other
organization-wide initiatives,
o remove barriers that prevent the team from serving the customer,
o give each of your team members something to lead on in addition to their core role (e.g. subject
matter expert on a specific service/product, social lead or process improvement lead),
o focus on personal development and developing career pathways.

It is important to motivate and engage your team to pull’ them towards you

4. They Are Proactive and Pre-empt Future Issues

We can all think about that unexpected busy day the contact center has faced. A high-performance team
leader isn‘t just about being great at reacting quickly and effectively to these challenging days and
ensuring the impact on the customer is limited through real-time mitigations.

They are one step ahead because they anticipate future issues and put mitigation plans in place to
prevent them from occurring in the first place.

A few examples of how this can be achieved are: having strong stakeholder relationships which will
enable you to influence outbound communications that may have a negative impact on contact demand
or being part of the sign-off process before communications are published, enabling a customer* voice to
be part of the final communications.
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Practical Tips:

e Schedule time in your diary &/or in management meetings to think about and discuss potential
obstacles in the short and long term that the customer services team may face.

¢ Log and track these issues with mitigations that can be implemented to limit the impact. Record
lessons learnt when issues arise so they can be handled effectively next time.

e Contact centers are data rich — use this data to identify trends that can help plan resourcing and
workload/

5. They Have Strong _Coa:hinq‘ Capability

They have the ability and confidence to create time for coaching conversations, supporting team
members, and increasing agent capability.

Pitched in the right way, this will help you create followers and dedicated agents who feel you invest time
supporting them to become better.

They create a culture within their teams where coaching happens in both formal and informal situations
and encourage agents to coach each other depending on the learning need.

Practical Tips:

e Develop your coaching muscles — read, listen, and practice. One easy way to practice this if you're a
beginner is to focus your first coaching conversation on the great things an agent does. This will
support you in feeling more confident and comfortable having this style of conversation.

e Think about what a great coaching conversation might look like.

e Focus on creating a coaching culture, with the team knowing this is to enable them to reach their full
potential.

o Match two agents together who can both learn from each other and start peer-to-peer coaching.

o Set expectations on the behaviors you would like to see during coaching conversations — ownership,
accountability and listening.

6. They Have a Service and Organization Mindset

High-performance team leaders don‘t just look after their individual team but proactively contribute to the
wider department by supporting and collaborating with other teams. They are aware of what's happening
across the department and actively involved in organization-wide initiatives.

This supports them in boosting their personal profile and the contact center and supports them to have a
wider understanding on how the organization operates.

Practical Tips:

¢ Invest time in keeping in touch with what‘s happening across the organization: reading
newsletters, intranet articles and being active in organizational initiatives.

e Reach out to your fellow team leaders and see if you can support them with issues they are
currently facing.

7. They Are Evidence and Insight Driven

High-performance team leaders have a clear and deep understanding of data and insight. They can
confidently discuss themes, trends in performance, demand, and customer insight. They can turn data
into actionable insight for their service and the wider organization.

This insight allows for more productive evidence-based stakeholder conversations, which enables you to
focus on what matters rather than the most recent issue, which may be low impact on the customer.
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Practical Tips:

e Understand your customer insight — why are customers contacting you? What periods in the
day/week/month have the highest demand? What is driving dissatisfaction?

e Understand your team insight — what are the key development/training gaps in your team?

e If you had one minute with the CEO to discuss key insights about your team, what would you
say.

1. They Don‘t Shy Away from Underperformance or Behavioral Issues

This is without doubt one of the more difficult activities any manager must do. High performance is
tackling this early on — whether it's capability or disciplinary, they ensure poor behavior doesn‘t spread
across the team and clearly role model a minimum standard.

High-performing team leaders clearly demonstrate and communicate to the team what underperformance
looks like and how agents make progress towards performing and high performance.

Not tackling performance and behavioral issues can be one of the key reasons for low team
engagement, as other performing team members start to feel demotivated that someone is getting
away‘ with it. This can undermine your ability to gain respect from your team.

Practical Tips:

o Be courageous and take the step in having that difficult performance conversation. If you‘re new
to this, find a mentor who can support you in developing your confidence with having these types
of conversations.

e Be clear with your team about your performance expectations and bring your team with you' by
developing a clear picture of what underperformance looks like in practice. This can be co-
created with your team to enhance engagement and buy-in.

¢ Reward team members who role model the right behaviors to encourage and inspire others.

2. They Wear a Customer Experience Hat

High-performance team leaders think and consider the customer experience. They achieve this by
always seeking ways to improve the end-to-end journey, rather than just handling a conversation well or
hitting your team operational targets.

They regularly identify improvements to the customer journey, and actively take ownership on driving the
improvement through to completion.

They don't just see a contact as a transaction but think more widely around the reason the customer
contacted and how that experience could be improved.

Practical Tips:

e Gain an understanding of how the customer experience could be improved — are people
contacting due to a confusing online journey? Did they receive a communication that wasn't
clear?

e Test out the experience yourself — walk in the customer*s shoes and be a customer’ of your
organization.

After doing this over the years, you have learned that to create truly amazing team leaders you need to
develop an effective training process incorporating the above nine traits.
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Self-Check Quiz — 1.3.1

Check your understanding by answering the following questions. Write the correct answer for the
following questions.

Question-1: What are 9 traits a contact center team leader should possess?

Question-2: Which practical tips are you going to use when considering the need to coach an agent?
Question-3: Which practical tips are you going to use while consider the data and insight?
Question-4: Which practical tips are you going to use while not tackling performance and behavioral
issues?

Question-5: Which practical tips are you going to use while consider the customer experience?

Answer Key - 1.3.1

Answer-1: Here we share following 9 traits that makes team leaders high performing:

They‘ve Developed a Critical Leadership Behavior: Accountability
They Develop Trusting Stakeholder Relationships

They Focus on Pulling’, Not Pushing’

They Are Proactive and Pre-empt Future Issues

They Have Strong Coaching’ Capability

They Have a Service and Organization Mindset

They Are Evidence and Insight Driven

They Don‘t Shy Away from Underperformance or Behavioral Issues
They Wear a Customer Experience Hat

NGO~ WN =

Answer-2:

e Develop your coaching muscles — read, listen, and practice. One easy way to practice this if
you‘re a beginner is to focus your first coaching conversation on the great things an agent does.
This will support you in feeling more confident and comfortable having this style of conversation.

e Think about what a great coaching conversation might look like.

e Focus on creating a coaching culture, with the team knowing this is to enable them to reach their
full potential.

¢ Match two agents together who can both learn from each other and start peer-to-peer coaching.

e Set expectations on the behaviors you would like to see during coaching conversations —
ownership, accountability and listening.

Answer-3:

¢ Understand your customer insight — why are customers contacting you? What periods in the
day/week/month have the highest demand? What is driving dissatisfaction?

¢ Understand your team insight — what are the key development/training gaps in your team?

o If you had one minute with the CEO to discuss key insights about your team, what would you
say?

Answer-4:

e Be courageous and take the step in having that difficult performance conversation. If you‘'re new
to this, find a mentor who can support you in developing your confidence with having these types
of conversations.

e Be clear with your team about your performance expectations and bring your team with you’ by
developing a clear picture of what underperformance looks like in practice. This can be co-
created with your team to enhance engagement and buy-in.

o Reward team members who role model the right behaviors to encourage and inspire others.

Answer-5:

e Gain an understanding of how the customer experience could be improved — are people
contacting due to a confusing online journey? Did they receive a communication that wasn‘t
clear?

o Test out the experience yourself — walk in the customer's shoes and be a customer’ of your
organization.
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Information Sheet — 1.3.2

Learning Objectives: At the end of the session trainee will be able to identify roles & responsibilities of
Team Leaders in a contact center.

Roles & Responsibilities of Team Leaders

Content Summary:

Roles & Responsibilities of Team Leaders
Four key imperatives

Contact Center Team Leader: Required Skills

1. Lead — Aligning people behind a vision of how to serve customers and setting expectations.

2. Engage — Getting the team to enjoy their work in a way that also improves customer experience.
3. Perform — Helping the team get better and setting targets that link to the service vision.

4. Connect — Connecting with people across the organization to improve business performance.

A Contact Center Team Leader is responsible for managing and leading a team of customer service
representatives to ensure that the customer service operations of the company run smoothly.

The roles and responsibilities of a Contact Center Team Leader include:

1.

Managing the team: The Team Leader is responsible for overseeing the daily operations of the
team. This includes setting performance goals, monitoring progress, and providing coaching and
feedback to team members to help them achieve their goals.

Motivating the team: The Team Leader must inspire and motivate team members to perform
their best, especially during challenging times. This involves recognizing individual and team
achievements and providing encouragement and support when needed.

Ensuring quality customer service: The Team Leader is responsible for ensuring that team
members provide excellent customer service to callers. This may involve monitoring calls or
other interactions to ensure that customers are being treated courteously and professionally.

Monitoring performance: The Team Leader must track and evaluate the performance of team
members to ensure they are meeting performance standards and goals. This involves analyzing
data and metrics related to customer service, sales, and other key performance indicators.

Coaching and training: The Team Leader is responsible for training new team members and
providing ongoing coaching and support to ensure they have the knowledge, skills, and
resources they need to succeed in their roles.

Handling escalated issues: The Team Leader may be called upon to handle escalated issues
or complaints from customers that cannot be resolved by front-line customer service
representatives.

Collaborating with other teams: The Team Leader must work closely with other teams within
the company, such as the IT department, to ensure that all aspects of the customer service
operation are functioning effectively and efficiently.

Reporting and analysis: The Team Leader is responsible for compiling data and generating
reports that provide insight into the performance of the team and the overall success of the
customer service operation. These reports may be used to inform management decisions and
identify areas for improvement.

On top of this, a leader may also have to think about how data is managed to help the business grow and
change, as well as how it is communicated to the rest of the organization. So, there is the question of
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how team leaders can balance all of these responsibilities, without losing their key focus on supporting
agents.

A contact center team leader is in charge of improving employee engagement, boosting agent
performance and overseeing change management. This all helps to deliver customer satisfaction.

Yet there are many more responsibilities that a team leader may have some input in. These can be
grouped within four key imperatives:

1. Lead — Aligning people behind a vision of how to serve customers and setting expectations.

2. Engage — Getting the team to enjoy their work in a way that also improves customer experience.
3. Perform — Helping the team get better and setting targets that link to the service vision.

4. Connect — Connecting with people across the organization to improve business performance.

While team leaders only have a small part to play in some of these tasks, we are already seeing a shift in

who “owns” each responsibility, according to Natalie Calvert, founder of CX High Performance, who
shared the below chart.

The chart below highlights how team leader responsibilities can be grouped within these four
imperatives, providing a new and interesting view on

“A lot of the LEAD’ role will be taken by
Key

teChnOIOgy' | | The Engine | | Real Time || Targets / KPIs -

The ,CONNECT’ role will be taken over by Room Management e Departients
better integration and knowledge systems,

while the PERFORM" side will also be taken || Governance & L [—— | Resource H 3rd Parties

Standards Management

over a lot by analytics systems and
automated technologies,”

Manage & Pan

“So, where the team leader role really starts | Planning n ™ 1B~ M organisation
to have a massive impact is in ENGAGE
peop/e —  Projects i Coach & Train m ﬁ;‘;ﬁ;ﬂeﬁ | »i;mzmﬁrt

We must remember that the most important
responsibility of a team leader is in L venaooment Comms | Reporting
understanding employee engagement and
applying it to achieve better performance
results.

@cxhighperforn]

Let us take a closer look at some of the key engagement responsibilities of a team leader:

¢ Real-Time Management — Supporting agents across all channels and motivating the team.

¢ Holding Team Huddles — Huddles are used to bring people together, give key messages and
spread good energy.

e 1-2-1s — These can be used formally and informally to support performance improvement, develop
progression goals, discuss challenges and create stronger, more personal relationships.

¢ Coach and Train — Helping agents on live calls, developing targeted training exercises and
supporting the quality team in delivering an excellent customer experience.

o Communication — Liaising with other departments to solve issues and reduce silo working to ensure
a better way of working.

While some team leaders, particularly in larger contact centers, will mostly be in charge of the
-engagement” part of things — others will be asked to take on additional responsibility. These leaders
will have more of a strategic role.

In some contact centers, a strategic team leader would be expected to help the manager in
understanding:

o Customer Experience — Instead of looking at the feedback at the end of an interaction, leaders may
be expected to know where contact lies within the customer journey and the implications it has.
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o Employee Experience — This doesn‘t just involve thinking about how to engage your employees on

a weekly and monthly basis; you can map out the employee journey and plan out a much more
engaging experience for them.

¢ Return on Investment (ROI) — What value are you delivering in terms of ROI? For every customer

interaction, what is the ROI your team delivers back to the business? This goes beyond cost cutting.

e Technology — Do you understand the technology that‘s available today, as well as what is just

around the corner? What would help to best support your agents?

Contact Center Team Leader: Required Skills

Contact center team leaders are responsible for managing and leading a team of customer service
representatives to ensure that the customer service operations of the company run smoothly. The
following are the skills that a contact center team leader should possess:

1.

Communication skills: Strong communication skills are essential for a contact center team leader.
They must be able to communicate clearly and effectively with team members, customers, and other
stakeholders.

Leadership skills: A contact center team leader must have strong leadership skills to inspire and
motivate team members to perform their best. They should be able to lead by example, and create a
positive work environment that encourages teamwork and collaboration.

Customer service skills: Contact center team leaders should have excellent customer service skills
and be able to resolve complex customer issues. They should be able to handle irate customers and
diffuse challenging situations.

Problem-solving skills: A contact center team leader should have excellent problem-solving skills
to identify and resolve issues that may arise within the team or with customers. They should be able
to think creatively and outside the box to come up with innovative solutions.

Time management skills: Contact center team leaders must be able to manage their time
effectively, prioritize tasks, and meet deadlines. They should be able to multitask and work efficiently
under pressure.

Analytical skills: A contact center team leader should be able to analyze data and metrics related to
customer service, sales, and other key performance indicators. They should be able to use this data
to identify areas for improvement and make data-driven decisions.

Coaching and mentoring skills: Contact center team leaders should have strong coaching and
mentoring skills to train new team members and provide ongoing support to help them succeed in
their roles. They should be able to provide constructive feedback and encourage professional
development.

Technical skills: Contact center team leaders should be proficient in using contact center software,
databases, and other technology tools required for the job. They should be able to troubleshoot
technical issues and provide support to team members.

In summary, a contact center team leader should possess excellent communication, leadership,
customer service, problem-solving, time management, analytical, coaching and mentoring, and technical
skills to effectively manage a team of customer service representatives.
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Self-Check Quiz — 1.3.2

Check your understanding by answering the following questions. Write the correct answer for the
following questions.

Question-1: What are the key roles and responsibilities of contact center team leader?
Question-2: What and how team leader responsibilities can be grouped within four imperatives?
Question-3: What is the key engagement responsibilities of a team leader?

Question-4: What is the common understanding for contact center strategic team leader?

Answer Key - 1.3.2

Answer-1: The key roles and responsibilities of contact center team leader:

PNOOAWN=

Managing the team:

Motivating the team:

Ensuring quality customer service:
Monitoring performance:
Coaching and training:

Handling escalated issues
Collaborating with other teams:
Reporting and analysis:

Answer-2: Team leader responsibilities can be grouped within these four imperatives

5.
6.
7.
8.

Lead — Aligning people behind a vision of how to serve customers and setting expectations.
Engage — Getting the team to enjoy their work in a way that also improves customer experience.
Perform — Helping the team get better and setting targets that link to the service vision.
Connect — Connecting with people across the organization to improve business performance.

Answer-3: The key engagement responsibilities of a team leader:

Real-Time Management — Supporting agents across all channels and motivating the team.
Holding Team Huddles — Huddles are used to bring people together, give key messages and
spread good energy.

1-2-1s — These can be used formally and informally to support performance improvement,
develop progression goals, discuss challenges and create stronger, more personal relationships.
Coach and Train — Helping agents on live calls, developing targeted training exercises and
supporting the quality team in delivering an excellent customer experience.

Communication — Liaising with other departments to solve issues and reduce silo working to
ensure a better way of working.

Answer-4: The common understanding for contact center strategic team leader:

Customer Experience — Instead of looking at the feedback at the end of an interaction, leaders
may be expected to know where contact lies within the customer journey and the implications it
has.

Employee Experience — This doesn't just involve thinking about how to engage your employees
on a weekly and monthly basis; you can map out the employee journey and plan out a much
more engaging experience for them.

Return on Investment (ROI) — What value are you delivering in terms of ROI? For every
customer interaction, what is the ROI your team delivers back to the business? This goes beyond
cost cutting.

Technology — Do you understand the technology that's available today, as well as what is just
around the corner? What would help to best support your agents?
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Information Sheet — 1.3.3

Learning Objectives: At the end of the session trainee will be able to Identify which KPIs are important
to team leaders and how to measure them to successful run a contact center.

Content Summary:

Team Leader KPIs

1. First Contact Resolution (FCR) 2. Customer Satisfaction (C-SAT) Scores
3. Average Handling Time (AHT) 4. Hold Time

5. Call Quality Scores 6. People Development

7. Continuous Improvement 8. Fun and Team Engagement

Team Leader KPIs in Contact Center

As team leaders work so closely with frontline agents, and often even pick up some calls themselves, it
can be a bit of a challenge to decide exactly what KPIs they should be measured against to positively
assess their performance.

That's why we asked some contact center managers and trainers what they thought the most important
team leader KPIs were and why. Here's what they said...

Always Scale Up the Frontline Metrics to Help Shape Team Leader KPIs

It's vital that any key performance indicators for team leaders are aligned with their team‘s KPIs. If they
are being pulled in different directions, the team and general performance will be all over the place, as
Mark McGill, Operations Manager at SSE Retail at Ovo Energy comments:

“KPIs are always extremely tough for management, particularly as a lot of contact centers expect their
team leaders to form their own outlook on what their frontline teams are measured against.

“However, | find it is always best to have limited KPIs in place that offer the best opportunity for growth
and service — without creating confusion.”

A good way to address this is by making sure, first and foremost, that any frontline metrics are scaled up
into a collective view as part of the team leader‘s objectives — for a bigger picture view that managers can
compare across teams and departments.

Team Leader KPlI Examples

Here are some of the KPIs that scale up well for a good indication of how the team leader and overall
team is performing:

1. First Contact Resolution (FCR)

First Contact Resolution (FCR)- also known as Right First Time (RFT) — is a high-level quality metric for
assessing a team's performance, and by default how well a team leader is managing and enabling their
team to deliver. This can help management to better understand where there might be shortfalls too.

How Do | Measure It? Please see Job Sheet-09

2. Customer Satisfaction (C-SAT) Scores

When striving to deliver an exceptional customer experience, scaling up C-SAT scores to reflect an
overall team‘s performance can help to give a clear indication of where teams are getting it right, and
where a team leader might need some more support in enhancing their team‘s performance.

How Do | Measure It? Please see Job Sheet-01
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3. Average Handling Time (AHT)

Short or long Average Handling Times across a team — particularly when compared against the contact
center's overall average — can be a good indicator that something isn't quite right, and can help to
highlight the need for further training and support, both for the team leader and the struggling agent(s).

How Do | Measure It? Please see Job Sheet-12
4. Hold Time

Hold time is another KPI that can be looked at collectively across the agents the team leader manages
and can highlight where there may be confidence issues or knowledge gaps that the team leader needs
to address (or may need further management support to help correct).

Metrics Need to Be Complemented by KPIs Around Coaching, People Skills, and Development

It's equally important that team leaders are assessed on how well they are managing their team's
personalities and personal development. Everything from how engaged their team members are, to how
positive they feel about their career opportunities, to how their coaching and development could be
improved.

It's important to remember that the overall goal here is find the right mix of KPIs that don‘t just enable
contact center management teams to measure call performance, but that also empower team leaders to
be the best that they can be, as Kristian Websdale, Delivery Training Professional comments:

“Whilst KPIs are typically in place to measure call handling performance and efficiency, choosing KPIs for
team leaders is also about creating a positive atmosphere for teams to thrive in. By targeting team
leaders on the way they manage their teams, they can also be encouraged to have more personal
conversations with their team to support development and engagement.”

Other Key Performance Indicators for Team Leaders

Here are some other KPIs and objectives that can help support and monitor the overall performance of a
team leader:

1. Call Quality Scores

Team leaders will spend a significant amount of time each week on quality monitoring and coaching and
will have a good understanding of how their individual team members are performing.

However, a scaled-up view of a team’s quality scores is also a good indicator of how well a team leader
is coaching and managing their team — particularly when compared month on month, as well as across
other teams and departments.

This can help to highlight any problem areas to upper management, as well as allow for best practice to
be shared, and support and training offered to team leaders (as needs be) to help improve the overall
performance of their agents.

How Do | Measure It?

This one will vary from contact center to contact center, but (as mentioned above) should be viewed
collectively to reflect how well the team leader is doing. You could try making use of a traffic light system
— whereby a team leader needs to (ideally) have all agents performing in green, but at the bear minimum
X performing in amber or red, to meet their targets.

People Development

It's critical that team leaders have a vested interest in the long-term development and career progression
of the agents that they manage, and so measuring them on people development too can help to make
sure this doesn't get overlooked on a busy floor.

Exactly how you track this will vary from contact center to contact center depending on the progression
schemes and opportunities you have in place, but where you have a progression scheme in place for
frontline agents, team leaders can be assessed on how far their agents have progressed and what they
are doing to support them.
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How Do | Measure It?

Consider attaching a points-based system to your progression scheme, so it's easier to have sight of how
people are progressing and in turn how this reflects on their team leader.

Team leaders can be assessed on how far their agents have progressed and what they are doing to
support them. For example, 2 points for completing an online learning module, 1 point for reviewing
and/or creating a career path planner, and so on. You could then target team leaders on making sure
each of their team members achieves a minimum of 2 points per quarter.

Continuous Improvement

Whilst this one is harder to measure in figures, it's a good one to have in place to encourage team
leaders to always be thinking up new ways to improve their team'‘s performance.

How Do | Measure It?

One way to do this is to introduce a comments box for continuous improvement ideas as part of their 1-
to-1s or appraisals, which can encourage team leaders to look for common themes in their quality
scoring and areas that can be collectively worked on. This approach can also support team leaders in
recognizing where something is a one-off or an indication of an underlying problem with an individual —
such as personal issues at home.

Fun and Team Engagement

Again, this one is harder to measure in figures, but a monthly conversation with a team leader about any
creative ways they are engaging with their teams can help to capture how well they are helping to drive a
culture of fun and engagement. This could include producing a monthly newsletter email for their team,
celebrating performance and -most improved”, organizing team lunches, bringing in sweets and treats,
having a team -bake off”.

How Do | Measure It?

This could be added into a team leader's 1-to-1 or appraisal with a simple Y/N question of -actively
driving team engagement” and a supporting text box for jotting down some of the activities from the
month. You could also agree criteria (similar to essay-marking criteria) to give a team leader a score of 1-
5 for their efforts.

Score Team Leaders on What Their Agents Have to Say About Them

Just like we encourage agents to have positive conversations with customers, team leaders need to be
leading by example and having positive conversations with their agents. This encompasses support,
development and engagement — and another significant indication of performance in this area comes
down to what agents have to say about their team leaders.

The success of this approach and how well the team leader is doing can be measured by sending out
surveys to agents to get their feedback. Agents can answer questions on everything from how well they
feel their team leader supports them in their coaching and performance, to how empowered their team
leader makes them feel.

Team leaders need to be leading by example and having positive conversations with their agents.
Managers can then use these ratings and any additional comments provided to help shape their
performance conversations with team leaders to help them be the best that they can be.

How Do | Measure It?

For this one, you need to run a dedicated survey — or add to the questions asked on any staff surveys
that are already routinely circulated. Team leaders can then be scored based on the percentage of team
members who tick yes‘ to questions on whether they feel their team leader is actively driving team
engagement, supporting them in their career progression, and so on.
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Final Thoughts

There is a lot of choice when it comes to picking team leader KPIs. However, a balance between scaled-
up frontline metrics and a view of how well a team leader engages with their agents on a human level
can create a well-rounded picture of a team leader‘s performance.

Best practice also leans towards a -ess is more” approach, offering opportunity for growth and delivering
great customer service — without creating confusion or conflicting interests. It's also vital that choosing
KPls isn‘t a one-off exercise and is regularly reviewed in line with business needs and priorities.

—Foo often there is a fear factor around KPls; that contact center managers don‘t dare to touch them and
instead have a tendency to do things the way they‘ve always been done.

It's so important that KPIs are flexible and are regularly reviewed by senior management across the year,
and with input from team leaders too — to make sure they are driving the right behaviors and monitoring
what really matters.”
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Self-Check Quiz - 1.3.3

Check your understanding by answering the following questions. Write the correct answer for the
following questions.

Question-1: which KPIs are important to team leaders?
Question-2: How to measure People Development?
Question-3: How to measure Continuous Improvement?
Question-4: How to measure Fun and Team Engagement?

Answer Key - 1.3.3

Answer-1:
Contact Center Team Leader KPI:
First Contact Resolution (FCR) Call Quality Scores
Customer Satisfaction (C-SAT) Scores People Development
Average Handling Time (AHT) Continuous Improvement
Hold Time Fun and Team Engagement
Answer-2:

Team leaders can be assessed on how far their agents have progressed and what they are doing to
support them. For example, 2 points for completing an online learning module, 1 point for reviewing
and/or creating a career path planner, and so on.

Answer-3:

One way to do this is to introduce a comments box for continuous improvement ideas as part of their 1-
to-1s or appraisals, which can encourage team leaders to look for common themes in their quality
scoring and areas that can be collectively worked on.

Answer-4:

This could be added into a team leader's 1-to-1 or appraisal with a simple Y/N question of -actively
driving team engagement” and a supporting text box for jotting down some of the activities from the
month.

You could also agree criteria (similar to essay-marking criteria) to give a team leader a score of 1-5 for
their efforts.
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Information Sheet - 1.3.4

Learning Objectives: At the end of the session trainee will be able to Identify key steps needed for
develop of great team leadership and where a good team leader focuses most of their time in helping to
run a contact center.

TEAM LEADERSHIP IN CONTACT CENTER: How to Develop

Content Summary: |

People + Process = Performance
1- Follow 3P (People, Process, and Performance) Operational Framework Approach:
2-Team Leaders should divide their time equally between 3P
3-Treat Each Member of the Team as an Equal
4-Create a Team Feedback Loop
5-Be Prepared to Have Difficult Conversations
6-Get to Know Your Agents Personally

The 7 Step Procedure to train the Team Leaders Well
Step One: Create a Team Leader Development Strategy.
Step Two: Explain the challenges that come with being a Team Leader.
Step Three: Teach a structured approach to overcoming these challenges.
Step Four: Clarify how Team Leaders to spend their time.
Step Five: How to manage a team of self-sufficient agents.
Step Six: Explain the value and how to deliver of constructive feedback.
Step Seven: Offer a continued program of support to your Team Leaders.

A key role of the team leader is boosting agent happiness. It is the duty of the team leader to lead
professional development processes for agents, support them during calls, maintain their motivation level
and their connection to the contact center etc.

A manager who fails to notice this and doesn‘t invest time in the development of these team leader skills
will be unable to create a positive culture in their contact center. This will damage the quality of service
that is given to customers, while it may also create problems in terms of attrition and absenteeism.

Therefore, contact center operation managers must recognize the importance of the team leader and
invest time in the development of their personal skills, to help spread a good culture.

So, let's take a look at what 6 factors (Message) should be passed down to team leaders, so they
can best influence agent performance and happiness.

1- Follow 3P (People, Process, and Performance) Operational Framework Approach:

A Powerful Formula to Increase Success

People + Process = Performance

For any business to perform at its highest level and achieve maximum profitability there must be an
ongoing commitment to invest in developing both its people and efficient processes. Know No Bounds
and Paragon Resources structure their solutions with the guiding principle of People + Process =
Performance™. As financial professionals, your focus is often ROI; ours is ROP - Return on PEOPLE
and PROCESS.

First and foremost, whether a corporate leader or individual agent, one must understand the gaps and
responsibilities required in order to find the right PEOPLE to fill those specific roles. Teams are
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comprised of INDIVIDUALS who are all driven and motivated by different elements and are gifted with
varying talents. Ensuring that the right people are engaged in the right roles and have the right
developmental opportunities and environments is essential in maximizing talent and retaining your most
important resource.

PROCESS is the second key ingredient to success. In today‘s more complex world, with increased rules,
regulations, and administrative requirements, time has become a most precious commodity.
Systematizing one‘s business is essential. Individual advisory teams and firms need to have simple and
executable processes in place in order to maximize their time and resources.

Performance Insights Process A powerful and unique suite of diagnostic tools, Performance Insights
Process:
¢ |dentifies the potential performance barriers that are hindering the ultimate success of an
advisory team
o Facilitates key decisions that need to be made for the future growth of the practice
e Provides a roadmap for specific action

Professional agents know how important it is to conduct a thorough assessment of a client's situation
before making recommendations. They also know the benefits of asking the right questions. In many
cases, the assessment itself can be -worth the price of admission” since it helps clients realize where the
gaps are in their current financial plan. For this same reason, we utilize assessments when building and
developing a high-performance practice.

2-Team Leaders should divide their time equally between 3P

Ask your Team Leaders to think about these three words:

People
If someone has a preference for people’, they will be concerned with helping’ others and would hate to
be seen as cold’ or unfeeling'.

They will empathize and be considerate but can become totally immersed in people issues, leaving the
other parts of the triangle (performance and process) neglected.

Process
Those with a preference for process’ need to get things right. They are focused on correctness, order,
and logic and have a strong sense of fairness and personal integrity.

However, they would rather be right than popular! If they are too task focused, they can be seen as
unemotional, detailed and cautious.

Performance
If someone has a preference for performance’ they will be focused on achieving results, have a strong
sense of urgency and be assertive.

However, others can see them as competitive, controlling, and blunt. They might be so focused on
getting things done that the people and process elements can be overlooked. They will go out of their
way to minimize risk and conduct lengthy analysis if needed — even if the task and people elements are
suffering.

Effective Team Leaders needs to focus on people, performance, and process activities in equal measure.

If your Team Leaders are too focused on their natural preference, ask them what they could be
neglecting to help them find a positive, day-to-day balance.

3-Treat Each Member of the Team as an Equal

You are bound to have more personal chemistry with some of the agents than others. But there is no
room for favoritism.
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It is very important to ask yourself: Am | providing each agent with all of the tools that | can provide them
with?
Am | choosing to give certain individuals less or more of my time and effort than others?

This is an ethical approach and, by following this, Agent Satisfaction — which is being deemed an
increasingly important contact center metric — can be kept stable.

4-Create a Team Feedback Loop

After every interaction with an agent, make sure that you respond with feedback. Whether this is praising
or correcting feedback, both are useful for the agent to fulfil their duties. Feedback loops are essential for
your success, so use feedback frequently and on a routine basis. This applies not only to scheduled
quality/coaching sessions, but to ad hoc conversations also.

5-Be Prepared to Have Difficult Conversations

Avoidance and disregard of difficult conversations with an agent will quite possibly escalate into a severe
issue, which demands an even more complex confrontation. Do not be shy of confrontations, prepare for
them. Use these conversations for learning and drawing conclusions for how you could better handle
such an issue in the future.

6-Get to Know Your Agents Personally

Think about these questions on an individual level:
¢ What are your agents like?
e What is important to them?
e What is their professional and personal background?

Use this knowledge in each agent's regular management and contact center involvement. Make use of
an agent's hobbies in the contact center to strengthen their bond with their job.

For example, if the contact center wants to redesign its walls and you know of an agent who likes
painting, why not ask them for a creative contribution?

Activities That Can Help Improve a Team Leader'‘s Skill Set

Just giving team leaders messages, like the four above, may not be enough. Investing time into
developing their skill sets is also important. Team Leaders has the power to make or break the morale of
their team, yet they are rarely given the training and support they need to do a great job. But before that
we try to identify some common reasons why Team Leaders underperforms.

Here are six common reasons why Team Leaders underperforms:

1-They are sandwiched between upper management and their team — A Team Leader's role is one
the hardest jobs in any organization, as they are sandwiched between management and their team. On
the one hand, they follow policies and do paperwork for the managers; on the other hand, they try hard to
get most KPIs from their team.

2-They end up playing —first line support” — Instead of spending their time on the floor coaching
agents, Team Leaders can end up becoming -first line support” — wasting their days fixing IT issues,
acting as a substitute for a knowledge base, and reminding agents of important updates.

3-They spend too much time answering emails — Some Team Leaders believe that their core job is to
answer emails from upper management. This can distract them from spending proper time on the contact
center floor.

4-They are promoted too soon — High staff turnover rates can result in agents being promoted into a
Team Leader role for no other reason than to fill a vacancy. They are usually then left to -get on with the
job” with little training and support.
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5-They are neglected in terms of formal management — In many cases the Team Leaders are the
most neglected in terms of formal management development and also are the ones who often hold the
key to unlocking the performance of the agents on the phones.

6-They are more concerned with being friends with their team — In many cases Team Leaders
wanting to be friends rather than leaders.

What can we do about this?

Here are activities that will be useful to help assess team leader performance and help them to progress
their skills. The 7 Step Procedure to train the Team Leaders Well.

The 7 Step Procedure to train the Team Leaders Well

Step One: Create a Team Leader Development Strategy

What do you want to provide as training for your Team Leaders? This will depend on what you want them
to be capable of doing. You need to clarify what being a Team Leader means in your organization in
order to understand personal development needs.

That‘s a broad spectrum these days. The two ends of the spectrum are:

1. Being part of a command control structure focused on maintaining conformance in a KPI-driven
performance culture

2. Acting as an agent coach and customer journey improvement facilitator in service cultures that
have joined the dots between customer and employee engagement.

Most service organizations are wriggling free of the former and edging their way towards a customer-
experience-centered approach.

Create a Team Leader Development Strategy

Once you have established a firm idea of what being a Team Leader means in your organization, you
should create a Team Leader Development Strategy. This will act as a reference point to ensure
consistency across the contact center. Here are 14 key items that should be on your Team Leader
Development Strategy:

Understanding the brand‘s customer experience ambitions and the contact center’s responsibilities
In-depth insight into what matters to customers in all major customer journeys that the contact center
supports

3. Understanding security, compliance and fiduciary responsibilities

4. Knowing how the organization measures success and their role in that achievement

5. Practical understanding of what motivates people to perform

6. The value and habit of personal development goals
7

8

9

N —

Developing interpersonal communication skills
The art and techniques of coaching
. Knowing how to develop a team and its role in supporting individual service excellence
10. How to establish and support a self-managing performance culture
11. Managing team and individual performance
12. How to support under-performance
13. How to develop a voice of the team’ and ensure it is heard and acted on
14. A day/week/month in the life of a coaching-orientated Team Leader
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Step Two: Explain the challenges that come with being a Team Leader

Team leadership is a tricky business

Teams can be an odd collective. Members come with personal skills and attributes, as well as specific
individual needs and behavioral characteristics which don‘t always fit perfectly with the achievement of
organizational goals. Blending task delivery with effective people leadership is a testing skill, even for the
most accomplished and experienced Team Leader.

Newly promoted Team Leaders may find their role rather more challenging than they first thought. Team
leadership requires dexterity and flexibility in communication as much as it does technical planning and
execution.

Investment in their team will be both challenging and rewarding

You need to explain to your Team Leaders that investment in people, in all its forms, will be the single
most challenging (and potentially rewarding) activity they will face in their role. They must learn that team
members can be catalysts at the heart of operations, driving the business forward with innovative
thinking, commitment and skills.

But they should also be aware that these same team members can be challenging and volatile, as much
as dedicated and reliable, caring and supportive, hard-working or lazy, focused or scatty, supportive or
disruptive, detailed or big-picture aware, goal-driven, inspired and... just about everything else in
between!

Step Three: Teach a structured approach to overcoming these challenges

Using the NDK Performance Model

The challenge is that, although people are not machines, they do have numerous settings‘ which can be
affected by how the team is structured, managed and led. One way to help resolve this is to apply the
NDK Performance Model. Here's the model:

Level 1 — Explicit standards

Outstanding contact center Team Leaders has an explicit set of performance standards spelling out
exactly what is expected of team members. This approach applies irrespective of the industry sector or
customer context. People need to know what is expected of them if they are to work to a given standard.

Explicit standards in teams usually come in 5 categories:

1. Environment — expectations regarding maintenance of physical surroundings within which a
contact center agent operates, including how resources are to be used
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2. Process — compliance with the procedures, practices and flow of activities required to achieve
success

3. Knowledge — expectations regarding an agent’'s underpinning knowledge and understanding of
a product or service

4. Behavior — expectations of personal communication, verbal and non-verbal, which contribute to
effective outcomes for the customer, for the individual team player and for the whole team

5. Values — where a set of organizational and contact center team values, or cultural expectations,
are in place.

Level 2 — Consistency

Top-performing contact center Team Leaders strive for consistency of excellence across the team, not
just in key individuals. Effective training can help with this, especially when it is competence based and
aligned with the explicit standards prescribed by the business and honed by the team leader.

But here's the rub: consistency is of limited value if it‘'s temporary.

World-class Team Leaders know that performance excellence must be delivered day in and day out, long
after the latest training initiative has been launched. In some organizations, training is like throwing wet
mud against the wall: most of the mud slides off the wall immediately.

Level 3 — Sustainability

In fact, contact center agent training is a complete waste of energy and resources unless it is made
sustainable. Key to sustainability is the development of a coaching philosophy and leadership behaviors
that allow Team Leaders to keep the plates spinning long after an agent's training event has passed.

Sustainability through individual and team coaching keeps the momentum up and turns the training into
habitual behaviors!

Step Four: Clarify how Team Leaders to spend their time

You should also explain how you expect your Team Leaders to manage their different tasks to help
ensure that every aspect of the role receives equal attention across the week.

To help them find a positive, day-to-day balance.

Team Leaders should put their personal preferences aside

Team Leaders needs to be aware of whether or not members of their team are rewarded for meeting
their own personal preferences and focus.

This misunderstanding can be at the root of the perception of a difficult performer’, since we all like
people who are similar to ourselves — life is just easier that way. Where people are led by a manager of a
different preference, there must be a level of flexibility on the manager‘s part to meet the needs of the
individual.

Failure to value people in the way they like to be appreciated can lead to higher levels of staff turnover.
Often managers fall into the trap of recruiting a team of clones’, which can mean everyone gets along
well, but serious _gaps® in the skills matrix occur.

Invest time in developing self-awareness

Investing time in developing self-awareness and wider skills in non-preferred areas for Team Leaders
and their team may stop the continuous cycle of recruiting and replacing people (or sorting out
squabbles). Team Leaders should ask themselves “How might my team's performance be different if |
changed my focus?”

Step Five: How to manage a team of self-sufficient agents

All Team Leaders should be taught the skills they need to develop and manage a self-sufficient team of
agents.
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This approach will help them to make the most of their working day, instead of being sucked into
-babysitting” and fixing minor issues.

Here are a few things to keep in mind:

Team Leaders should not indulge agents in their silly quibbles

Many Team Leaders spend their days feeling like a
glorified babysitter, ticking very little off their strategic to-do
list.

A good Team Leader will command such respect that
agents wouldn't dream of taking the same silly little
quibbles and gripes to them over and over. They wouldn't
allow that.

...Instead, they should ask questions to help agents
resolve their own problems

A good way to encourage this positive relationship is for

Team Leaders to ask questions and make agents recognize that they had the answer within themselves
or knew where to go to get it. This should hopefully mean that they think twice before approaching their
Team Leader with lazy questions again.

If a Team Leader is being nice and helpful, it sends out the message that it is ok for agents to bring
issues and squabbles to them — when really, they should be capable of resolving it amongst themselves.

Team Leaders needs to stop bending over backwards for their team

Some Team Leaders, often in their eagerness to please their own manager, take some of the mantras of
leadership (such as being genuinely interested, listening and approachable) too far and allow their team
to steal precious time and take advantage if they are that way inclined.

Being the best Team Leader isn't about bending over backwards every minute of the day. They‘ll soon
feel like they are being pulled in a million different directions. People will take advantage of them and
their boss will be disappointed when they don‘t get through the other work they need to do.

Here are some solutions:

o Be firm but fair with everyone

They don‘t need to show power or control. In fact, they want to think about how every action they do
demonstrates that they put the organisation and the team before themselves, but not at the expense of
getting the job done.

e Be open and honest
If the answer to a request or idea is no, then a good Team Leader will explain why.

If they have to do some digging to get to the real why‘ then they should do it. Their team will still like to
know that they tried for them and they'll appreciate knowing some facts and figures.

e Show respect for themselves and everyone else

A Team Leader's values and how they behave are watched by everyone around them.

If they abuse themselves by not getting enough sleep, being unhealthy or by being negative, then this is
really demoralizing for their team.

Why would they want to aspire to follow in their Team Leader’s footsteps? They'll think “Being a manager
in this place is clearly not worth it”, and may even feel sorry for them. Carrying that sympathy is only
taking an agent's energy away from the customers that they need to serve on the phones.
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So once they have their own head and heart in order, Team Leaders need to think about their ability to
raise the performance of their team.

A great Team Leader can unlock 20% extra discretionary effort in their team
According to research, everyone has about 20% extra discretionary effort within them.

Whether a team chooses to give it or not on a daily basis depends a lot on what the Team Leader does.

Step Six: Explain the value and how to deliver of constructive feedback.

Team Leaders should understand the value of constructive feedback and be trained to give it in a way
that is both fair and motivating.

Positive feedback should be specific, public, and genuine

Effective Team Leaders give feedback — both positive and adjusting — so that agents know the standards
required. Positive feedback should be specific, public and genuine.

Everyone likes to feel they are doing a good job, so Team Leaders shouldn‘t hold back — praise is the
easiest and most cost-effective solution to an immediate feel-good factor for agents.

Team Leaders should praise a member of their team every day

Team Leaders should look for something to praise a member of their team for every day and rotate the
team member receiving the praise fairly. They may have to go looking for things to praise, but it is a good
habit to get into. Asking internal customers for feedback, earwigging into conversations, and asking for
ideas, opinions or volunteers all create opportunities for praise.

A lack of corrective feedback could lead to widespread disgruntlement
Team Leaders also needs to understand that corrective feedback is just as important as giving praise
when it comes to inspiring and motivating a team of agents. If a Team Leader fails to address a team

member who cruises below average, star performers will pick up the slack, but slowly and surely, they
become (quite rightly) disgruntled at having to do so.

Other team members start to think “if they can get away with it, so will I” and a culture permeates where it
is okay to have longer lunches, arrive a little later, leave a little earlier, spend hours on social networking
websites and make long personal phone calls.

All of these erode productivity, as well as the team, department and organizational performance.

Avoiding difficult conversations could see smaller problems escalate

If Team Leaders dislike giving criticism’, they should try to think of it as adjusting feedback’ — and also
consider the consequences for their team'‘s performance if they don‘t have those difficult conversations.

For example, the team member has drifted slightly off course and the Team Leader needs to adjust them
back on track.

Giving this feedback immediately will mean they have not deviated too far from the norm. Wait a while,
and the Team Leader will have a much bigger problem on their hands.

Step Seven: Offer a continued programme of support to your Team Leaders

Training Team Leaders isn‘t a “sheep-dipping” exercise that can be done once a year. For the best
outcomes for everyone involved, you need to offer a continuing program of structure and support.
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Ensure you have a clear measurement for success
Just like any other training that you might carry out, you have to ensure a method to check how effective
the training has been. This can sometimes be challenging as you are unlikely to be able to measure

success through tests and role plays. For example, how would you measure that an individual has
developed their empathy?

In these situations, consider observational feedback or 360 feedback from peers.

Talk to your Team Leaders and their line managers to uncover real skills gaps

It is common for Team Leaders to enter a training session and ask “So why am | here?” — so you also
need to ask the question “Who wants and needs the training?”

Start by carrying out a training needs analysis — and ask the delegates which skills they want to develop.
They can choose from a pre-set list if you want. This should be followed up by their line manager
completing the same analysis and answering the question based on their observations of the Team
Leader.

You then compare the responses to determine which areas you then specifically invest your time and
money in.

Offer a variety of training options

You need to deliver your training agenda in an imaginative way — with a mix of learning approaches of
which classroom learning is just one.

Whether this is a structured buddy system, e-learning or flipped learning (focusing on active learning
strategies), it's important to understand that what works for one person may not work for another.

Allow time for soft skills to be practised and properly embedded
One of the biggest issues facing Team Leader training is that soft skills are not developed overnight.

They take time to embed and require practice and a culture that allows delegates to make mistakes and
learn from them.

In an ideal world, you would want to develop and implement these skills before individuals take on the
role of Team Leader. A well-designed and well-supported soft skills program is often the key that lets
managers become true leaders.

—Higher up” management teams need to lead by example

Expectations of Team Leaders in regard to the training agenda and style of leadership need to be
actively supported and demonstrated by whoever manages them.

Team Leaders needs positive role models too!
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Self-Check Quiz - 1.3.4

Check your understanding by answering the following questions. Write the correct answer for the
following questions.

Question-1: What 6 Messages should be passed down to team leaders, so they can best influence
agent performance and happiness?

Question-2: Mention the six common reasons why Team Leaders underperforms?
Question-3: What are the 7 Step Procedures to train the Team Leaders Well?
Question-4: What are the 5 categories of explicit standards in teams under NDK Performance Model?

Answer Key - 1.3.4

Answer-1:

1. Follow 3P (People, Process, and Performance) Operational Framework Approach:
2. Team Leaders should divide their time equally between 3P

3. Treat Each Member of the Team as an Equal

4. Create a Team Feedback Loop

5. Be Prepared to Have Difficult Conversations

6. Get to Know Your Agents Personally

Answer-2:

They are sandwiched between upper management and their team
They end up playing —fst line support”

They spend too much time answering emails

They are promoted too soon

They are neglected in terms of formal management

They are more concerned with being friends with their team

2

Answer-3:

The 7 Step Procedures to train the Team Leaders Well:

Step One: Create a Team Leader Development Strategy.

Step Two: Explain the challenges that come with being a Team Leader.
Step Three: Teach a structured approach to overcoming these challenges.
Step Four: Clarify how Team Leaders to spend their time.

Step Five: How to manage a team of self-sufficient agents.

Step Six: Explain the value and how to deliver of constructive feedback.
Step Seven: Offer a continued program of support to your Team Leaders.

Answer-4:

Explicit standards in teams usually come in 5 categories:

1. Environment — expectations regarding maintenance of physical surroundings within which a contact
center agent operates, including how resources are to be used

2. Process — compliance with the procedures, practices and flow of activities required to achieve
success

3. Knowledge — expectations regarding an agent's underpinning knowledge and understanding of a
product or service

4. Behavior — expectations of personal communication, verbal and non-verbal, which contribute to
effective outcomes for the customer, for the individual team player and for the whole team

5. Values — where a set of organizational and contact center team values, or cultural expectations, are
in place.
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Review of Competency
Final Checklist

For the performance criteria of the module Demonstrate Knowledge on Advanced Customer Service
is given below:

PERFORMANCE CRITERIA CHECKLIST 1.1

CRITERIA
- YES NO
Didl...................
1.1.1 | Elements of advanced customer services are explained.
1.1.2 | Customer Lifetime Value (CLV) in customer services is defined.
1.1.3 | Target Customers and customers‘ needs are interpreted.
1.1.4 | Customer satisfaction metrics in contact center service is defined.
1.1.5 | The opportunities to increase customer expectations are identified.
PERFORMANCE CRITERIA CHECKLIST 1.2
CRITERIA
- YES NO
Didl...................
1.2.1 | Contact Center components are described.
1.2.2 | Organizational structure is illustrated.
1.2.3 | Contact Center setup requirements are identified.
1.2.4 | Contact Center Process Blueprint is expressed.
1.2.5 | Service levels of a Contact Center is explained.
1.2.6 | Contact Center matrices/KPIs are described.
PERFORMANCE CRITERIA CHECKLIST 1.3
CRITERIA
- YES NO
Didl...................
1.3.1 | Traits of a leader are interpreted.
1.3.2 | Role and responsibilities of team leader are described.
1.3.3 | 3-P operational framework is interpreted.
1.3.4 | Procedures to develop capacity of a team leader are explained.
Now, | feel ready to undertake my formal competency assessment.
Signed: Date:
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Module 2: Lead and Manage Team for Contact Center
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Module 2: Lead and Manage Team for Contact Center

.a:?‘ Module Content

Module Descriptor: This unit covers the knowledge, skills and attitudes required to lead and manage
team for contact center. It specifically includes determining number of agents for a
contact center, developing team for contact center, applying robust coordination
and communication system, managing stress and conflict, and retaining the talent.

Nominal Duration: 80 Hours
Learning Outcomes:

After completing this module, trainee/student must be able to:

2.1 Determine number of agents for a contact center

2.2 Develop team for contact center

2.3 Apply robust coordination and communication system
2.4 Manage stress and conflict

2.5 Retain the talent

PERFORMANCE CRITERIA

Contact center demand is forecasted using 4 Prediction Model.

Average Handling Time (AHT) is measured.

Occupancy & Shrinkage in the contact center is calculated.

Service Level standard is determined.

Call Abandon Curve is plotted.

Number of staff is calculated using Erlang Calculator.

Staffs are mapped to best shift pattern.

Major time allocation pitfalls are explained.

Five (5) Stages of Tuckman Ladder for team development is demonstrated.

10. Agents are selected as per service requirement.

11. Role of team members is identified.

12. Responsibilities of team members are assigned through internal meeting.

13. Steps for building trustworthy team are applied.

14. Responsibility Assignment Matrix (RAM)/ Responsible, Accountable, Consult, inform (RACI) chart are
described.

15. Elements of team charter are identified and described.

16. Cross-functional team communication techniques are interpreted.

17. Techniques to handle stress in the Contact Center is explained.

18. Customer interaction is monitored and sentiment is analyzed.

19. Causes of ambiguity and conflicts are identified.

20. Five (5) type of Thomas-Kilmann conflict management style are analyzed.

21. Steps of conflict redressing techniques are determined and applied.

22. Seven (7) Strategies are identified to increase staff motivation.

23. Absenteeism is calculated and managed.

24. Attrition rate is calculated and reduced.

25. Scheduled adherence is calculated and improved.

26. Three (3) keys to engaging employees are applied for motivating team members.

27. Team members are rewarded and inspired with incentive.

28. Games to liven up the team are performed.

COoNOORAWON =
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Learning Outcome 2.1 - Determine number of agents for a contact center

Contents:

WORKFORCE MANAGEMENT: Comprehensive introduction to Contact Center
CONTACT CENTER FORECASTING: The Latest Techniques

CONTACT CENTER STAFFING: The Erlang equations

CONTACT CENTER SCHEDULING: Shift Pattern and Staff Bidding

CONTACT CENTER INTRADAY MANAGEMENT: Real-time Monitoring
WORKFORCE MANAGEMENT: The Most Common Contact Center WFM Metrics
HOW TO WORK OUT: How Many Agents You Need

Assessment Criteria:

Contact center demand is forecasted using 4 Prediction Model.
Average Handling Time (AHT) is measured.

Occupancy & Shrinkage in the contact center is calculated.
Service Level standard is determined.

Call Abandon Curve is plotted.

Number of staff is calculated using ERLANG-C Calculator.
Staffs are mapped to best shift pattern.

Maijor time allocation pitfalls are explained.

S S i

Resources Required:

Students/trainees must be provided with the following resources:
Workplace (actual or simulated).

Tools, equipment and facilities appropriate to the process or activity.
Materials relevant to the proposed activity.

Learning Activities — 2.1

Learning Activities Resources/Special instructions/References

Information sheet: 2.1.1 t0 2.1.8
Self-Check quiz: 2.1.1 10 2.1.8
Answer key: 2.1.110 2.1.8

2.1 Determine number of agents for a
contact center.
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Information Sheet 2.1.1

Learning Objectives: You will be able to describe a good overview of the workforce management
(WFM) in contact center.

WORKFORCE MANAGEMENT: Comprehensive introduction to Contact Center

Content Summary:

Why does WFM matter?
3 Key Benefits of Workforce Management in a Contact Center
1. Agent Satisfaction
2. Consistent Customer Service
3. Cost Savings
How does WFM work?
Forecasting
Staffing Calculation
Scheduling
Real-Time Management
Agent Engagement
Reporting & Analysis
What impact does WFM have?

Introduction

To operate a successful contact center, organizations need to be mindful of the numbers. The most
important numbers — by far — are those of the staff in place to handle incoming customer contacts. And
that's where workforce management (WFM) for contact centers comes in. In the simplest terms, WFM
is a set of processes designed to achieve and maintain operational efficiency by ensuring that the
right number of agents, in the right places at the right times, doing the right things.

The goal of workforce management (WFM) is to optimize the deployment of the most valuable - and
costly - resource in every contact center: the employees.

Why does WFM matter?

In contact centers, three opposing forces are in play:

1. CUSTOMERS 2. AGENTS 3. BUSINESS

o Exclusively focusing on the customer by always having plenty of agents to handle the contact volume
is great for company reputation and may result in
revenue growth, but could render the business
unprofitable.

e Putting the agent first may make the company a
great place to work, but if the customer experience
is terrible and staffing costs are excessive, your
contact center may be a place where nobody
works in the long run.

o Well-run businesses are always looking for ways to
optimize costs, but reducing staffing levels without
regard to the customer experience or agent
burnout is equally unsustainable.
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WFM matters because it enables contact centers to optimize the balance between the three forces,
simultaneously improving outcomes for the customer, the employees (or agents), and the business. If
that sounds too good to be true, read on to learn how WFM performs this seemingly impossible
balancing act.

3 Key Benefits of Workforce Management in a Contact Center

Let's check out how managing and optimizing your workforce can lead to a significant performance
boost.

1. Agent Satisfaction

Only when agents remain happy and relaxed can they effectively empathize with the customers and
deliver a great service experience.

But irregular agent schedules and excessive workloads may quickly lead to burnouts. Additionally, if the
agents don‘t have a medium to share their grievances with the senior management, they may lose the
intent to give their best.

That's surely not a recipe for happy customers. Moreover, it may cause a spike in agent turnover rate.

How can WFM help with agent engagement?

An efficient call center or contact center workforce management system prioritizes agent wellbeing. It
empowers them by taking a thoughtful approach to work distribution and performance management.

For example, it focuses on ongoing training and constructive feedback. It gives the agents a solid
foundation to improve their skills and boosts their morale.

Contact centers may further boost agent satisfaction by adding employee engagement routines to their
WEFM program. These may include:

=  Open communication channels with higher management.

= Gamification to boost performance through healthy competition.
= Informal outings to ease work pressure and improve team bonding.

= Reward and recognition programs to keep the workforce motivated.

These WFM efforts will surely help you build a happy and productive workforce, ultimately translating to
satisfied customers.

2. Consistent Customer Service

Customers expect fast and effective service every time they reach out to your agents. Long wait times
may impact the service level and affect your brand image through negative feedback on social media.

Efficient forecasting and employee scheduling help you maintain adequate staffing levels at any given
time. With a robust workforce management system, your customers get a faster response and a
satisfactory one, thanks to highly skilled agents.

3. Cost Savings

A poorly managed workforce can significantly increase your operating costs. Quite often, you may over-
allocate agents and resources during low customer interaction volume.

This inefficient management of resources can add up over time and impact your profit margins.
WFM strategies help you make informed decisions on resource and agent allocation.

Here are some ways it can help reduce costs:
= Regulate unplanned overtime requests.

» Prevents time theft by accurately logging work hours.

= Reduces administrative costs associated with attendance and leave management.
You will be surprised how WFM can help you operate at lower costs and still deliver impeccable
customer experiences.
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How does WFM work?

WFM is a repeating process and that's why it is often
characterized as a cycle:

o Forecasting

e Staffing Calculation

e Scheduling

e Real-Time Management
e Agent Engagement

e Reporting & Analysis

e Forecasting:- It starts with forecasting, which accurately predicts future contact metrics such as
volume and average handling time (AHT) using historical data and business intelligence that you
add, such as upcoming marketing campaigns. For Details: Read Information Sheet 2.1.2 CONTACT
CENTER FORECASTING: The Latest Techniques.

e Staffing Calculation:- The next step is staffing calculation, which determines the number of
employees you will need to handle the forecast contacts to the desired service level. For Details: Read
Information Sheet 2.1.3 CONTACT CENTER STAFFING: The Erlang Equations.

e Scheduling:- Scheduling is about creating shifts for employees which match supply and demand for
staff as closely as possible, as often as possible. You must take into account skills, labor laws,
employment contracts and other constraints. Read Information Sheet 2.1.4 CONTACT CENTER
SCHEDULING: Shift Pattern and Staff Bidding.

¢ Real-time management:- is about identifying where reality has deviated from plan, for example, an
unexpected volume spike or unusually high sickness levels. It enables you to take swift and effective
corrective action to defend your KPIs. Read Information Sheet 2.1.5 CONTACT CENTER INTRADAY
Management: Real-time Monitoring.

o Agent engagement:- Agent engagement is about letting your employees interact with the planning
process and feel more in control. Read Information Sheet 2.5.2 HOW TO MOTIVATE A TEAM:
Strategies-Engagement-Gamification.

e Reporting & Analysis:- Finally, reporting and analysis give you insights that will help you to
constantly improve. For example, you can measure your shrinkage, which will feed into your staffing

calculations next time round the cycle. Read Information Sheet 3.4.1 CONTACT CENTER ANALYTICS:
Reporting & Analyzing.

What impact does WFM have?

Here is what -the right number of people in the right places at the right times, doing the right things” looks
like:

Without WFM:

With WFM:

In both charts, the green line shows the demand-
driven requirement for a single activity for a single
day. That's the number of agents required in each
time interval to handle the volume of contacts (e.g.
calls, chat messages, emails, etc.) in that interval.
The horizontal bars show the shifts assigned to
staff across the day.
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In the first chart, it's clear that we
rarely have the right number of
agents in the right places at the right
times. There are periods in the
morning and afternoon, highlighted
in orange, when insufficient agents
are scheduled. At those times, the
customer experience suffers, the
service level goal isn‘t met and the
employees get stressed. At other
times, highlighted in red, there are
too many agents on duty. This is a
waste of the contact -center's
budget.

The second chart shows what WFM
does: supply and demand are much more closely aligned.

Impact.

o v Satisfied customers
[ ,
° Happier employees
° i Optimized business bottom line

Getting WFM right is not a trivial task. Read on the following Information Sheets to walk through the
WFM cycle step by step, starting with Forecasting.

e Forecasting : Information Sheet 2.1.2
e Staffing Calculation : Information Sheet 2.1.3
WEM Cycle o Schedl.JIing : Information Sheet 2.1.4
e Real-Time Management : Information Sheet 2.1.5
e Agent Engagement : Information Sheet 2.5.2
e Reporting & Analysis : Information Sheet 3.4.1
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Information Sheet — 2.1.2

Learning Objectives: To identify the latest techniques of contact center forecasting.

CONTACT CENTER FORECASTING: The Latest Techniques

Content Summary:

What is Forecasting?
Why do we forecast? Why does forecasting matter?

How does forecasting work?
Step 1-Collect and analyses historical data
Step 2-Predict future volume and AHT
Step 3-Apply business intelligence
Four Contact Center Prediction Models:
Triple Exponential Smoothing (or Holt Winters)
ARIMA (Auto Regressive Integrated Moving Average)
Neural Networks
Multiple Temporal Aggregation
Choose Software as your Workforce Management System
How does forecasting work in a WFM system?
What impact does forecasting have?

Introduction

Any good planning process must include some degree of foresight. Understanding, anticipating, and
preparing for things to come is essential when it comes to creating an effective plan of action.

Contact center forecasting uses mathematics to calculate future workload for all relevant channels, e.g.
calls, chat, email and social media, based on history. WFM is about having the right number of people in
the right places at the right times, doing the right things and forecasting is the first step in the process of
determining the right number of people’.

What is Forecasting?

Forecasting is all about predicting the future as accurately as possible given all the information available;
this includes information about what's happened before (historical data) and knowledge of any future
events that might impact a forecast (special events or seasonality).

In the contact center, this means knowing (or getting as close as possible to knowing) what to expect in
terms of call volume, average handle time (AHT) and more. This kind of foresight allows organizations
to staff, schedule and better prepare to face seasonal and everyday changes, and it's achieved through
highly accurate forecasting.

Contact center forecasting is the act of predicting or estimating future volume coming into the
contact center via calls, email, chat, or whatever other channels a contact center may rely on.
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Why do we forecast?
Forecasts serve an important purpose: ensuring you achieve your goals with effective planning.

GOALS are what you would like to have happen. While these should be linked to forecasts and plans,
they aren't always structured that way. Too often, goals are set without any plans for how to achieve
them and no forecasts to determine whether they are realistic.

PLANNING is a response to forecasts and goals. Planning involves determining the appropriate actions
that are required to make your forecasts match your goals. Okay, but how does this relate to contact
center forecasting, workforce management (WFM) and workforce planning. Let us dive into deep:

Why does forecasting matter?

Forecasting is the foundation stone of workforce management. Without forecasting, it isn‘t possible to
balance the supply of staff with demand from customers, because the demand is unknown. If demand is
unknown, it's impossible to schedule the workforce efficiently.

The purpose of contact center forecasting is to optimize productivity and ensure the agency has the
appropriate number of agents to handle the contact volume. When done right, forecasting helps contact
centers avoid losing money due to having too many agents on staff or on schedule at the same time. It
also helps increase customer satisfaction by ensuring that the contact center never has too few agents to
handle the volume of calls or emails coming in.

There are many applications for contact center forecasting. The technique can be used to recruit, create
agent schedules, or improve KPlIs like average response time or average wait time. Accurate forecasting

leads to happier customers and agents since employees are less likely to feel overburdened or
undervalued.

How does forecasting work?

Forecasting can be broken down into 3 steps:
Step 1-Collect and analyse historical data

Step 2-Predict future volume and AHT
Step 3-Apply business intelligence

Step 1: Collect and analyse historical data

The main input to the forecasting process is the number of contacts such as calls that arrived (or were
-effered”) per interval (e.g. every 15, 30 or 60 minutes). Ideally, average handling time (AHT) will be
subject to the same analysis. That's because the number of staff needed to handle the workload is a
function of both volume and AHT, and AHT typically varies over time. In many contact centers, handling
times are longer in the evening than during the day, for example.

Long-term and short-term forecasting are both important. The more history that is available, the better
you can detect seasonal patterns and special events in the data. It is important to collect data in short
intervals like 15 minutes. That's because the goal is to match supply and demand across each working
day, observing the peaks and troughs and avoid under- and over- staffing. That isn‘t possible If you only
consider the total volume per day.

Typically, the data comes from your contact routing system,
e.g., the automatic call distributor (ACD) that routes incoming
calls to agents. You are dealing with huge volumes of data,
so an automated integration with the ACD will save a lot of
time and reduce the scope for errors.

Good forecasting practice includes analyzing the data to find
anomalies such as gaps in history and one-off spikes in
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volume. These don‘t belong in the forecast and must be removed. You should however keep a note of
exceptions that you know will recur in future, such as billing runs, advertising campaigns, and public
holidays. We'll come back to that in step 3, below.

Step 2: Predict future volume and AHT

Once you have a clean set of historical data, you are ready to generate your forecast down to interval
level.

Contact centers benefit from a rich amount of historical data and should be able to deliver good
forecasts. Workload projections guide workforce forecasting, and uses historical trends, performance, or
seasonal data to predict personnel needs. To forecast accurately, team leaders need to adopt an
effective technique.

The Main Four Contact Center Prediction Models:

e Triple Exponential Smoothing (or Holt Winters)

o ARIMA (Auto Regressive Integrated Moving Average)
e Neural Networks

¢ Multiple Temporal Aggregation

1. Triple Exponential Smoothing

Triple Exponential Smoothing (also known as the Holt Winters
technique) is a simple forecasting technique and one that is
surprisingly robust as a forecasting method. It has been in use
since the 1960s and is widely used in contact center forecasting —
it makes up the backbone of most workforce management (WFM)
forecasting systems.

The term triple means that the forecast data is split into 3 forecast
components

— Level, Trend and Seasonality — to -isolate” each component from each other. If we take the example
of a monthly forecast then the three components are

o Level — Last month's forecast

e Trend — The expected increase or decrease in contacts from last month

e Seasonal — The impact of the seasons on the data (so, for example, March could be 120% of the
average month in the year and August could be 85% of the average month — as many people are
on holiday in August and are less likely to call the contact center).

The term exponential smoothing applies to the way that data is smoothed (or averaged) from one
period to the next. While Triple Exponential Forecasting can be viewed as a robust -general-purpose”
forecast model, it is better suited to long-term

forecasts than to shorter-term forecasts:

2. ARIMA (Auto Regressive Integrated Moving
Average

One more advanced (and more complex)
forecasting method that has been more popular
over the past 10 years is ARIMA.

ARIMA is an acronym that stands for Auto
Regressive Integrated Moving Average. It is
used with time series data to either understand
data better or to predict future points in the series.
It's comprised of three main components: the
ability to compare data to past patterns (auto-
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regression), to compare or differentiate current observation to previous (integrated), and to smooth out
data over several past periods (moving average).

ARIMA has three main components with example:

o Auto Regression —the ability to compare data with past patterns (e.g. a time lag from 12
months or 52 weeks ago)

¢ Integrated — the ability to compare or difference the current observation from the previous
observation

e Moving Average — the ability to smooth out data over a number of past periods.

ARIMA leverages historical data to present data sets based on past inputs. Data from past periods
smooth out existing inputs and make forecasts more accurate.

3. Neural Networks

Neural networks have been getting a lot of press recently, particularly since Google has started using
them for artificial intelligence — in speech recognition and in their search algorithms. Neural networks can
also be used in contact center forecasting.

Leading organizations have adopted neural
networks for artificial intelligence in areas such as
search algorithms and speech analytics. This
forecasting model tries to model the brain by

observing a series of inputs and then attempting Neural NEtWOI‘kS
to adjust a -kidden network” until it discovers a
matching output. In a call center, a neural
network will examine a series of calls and attempt
to match the next field of data to the forecast.

Neural networks are flexible as they can accommodate external inputs such as special days, website
views, and marketing activity. Also, this forecasting model does not require complex algorithms as it
learns and improves from existing data, automatically isolate specific days from a forecast, and model
different factors.

It looks like neural networks could have a lot of potential advantages for contact center forecasting

e They do not need complex algorithms programmed into them as they learn from the data
supplied

e They can take in external inputs — such as special days, marketing activity, website page views
of the temperature to model different factors.

Some of the most exciting factors for neural networks could be in automatically isolating special days
from the forecasts.

4. Multiple Temporal Aggreqgation (MTA)

The very latest thinking in contact center forecasting is Multiple Temporal Aggregation.

This forecasting method combines high-frequency data —
hourly and daily inputs — with trends that span an
extended period. An example of MTA in practice will be
comparing the number of contacts acquired in 2021 with
2020 and getting an 8% increase. The result, which is the
trend, averages out the contacts and special events, such
as seasonality over the year. MTA allows teams to focus
on intraday and longer-term data in generating forecasts.
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By aggregating the series, you see it from different viewpoints. You will never be able to extract from a
single viewpoint everything, but if you pull together all of the aggregation from different aggregation
levels, then you have a holistic view.

The advantage with Multiple Temporal Aggregation is that you can focus both on the intraday and the
longer-term data at the same time. Contact center teams can gain a wide scope view of staffing needs by
looking at annual, daily, or hourly data all at once.

Which Forecasting techniques will prevail in the Long Term?

For a group of people who spend their time forecasting the future, the question of which forecasting
method will prevail seems a bit like asking the -how long is a piece of sting” question. Certainly, both
neural networks and MTA look like they can deliver promising results. But it may not be an -either—or”
situation.

Combinations of neural networks and other methods are possible. For example, we may see a neural
network filter in front of a Multiple Temporal Aggregation model, or we may also see neural networks
working in combination with Exponential Smoothing.

“l think that the contact center industry is lagging behind in the adoption of more complex forecasting
methods,” says Mostofa Jaman, From Genex Infosys.

“However, | don't think the question is accuracy. If you look four or five years into the future, | think that
there will be a shift in general from forecast accuracy to decision making. “The shift will be to better
integration of forecasting into the decision-making process, that is, not only selecting forecasts based on
accuracy, but on the quality of decisions they support, such as staff scheduling and training of new
agents.”

Step 3: Apply business intelligence

Human intelligence is at least as important as artificial intelligence when it comes to forecast accuracy.
No contact center experiences the same volume and pattern of calls 365 days a year, and frequently the
planner will be aware of upcoming events that didn‘t occur in the past. You must deal with:

Marketing campaigns and promotions

Operational changes (e.g. billing, logistics, sales)

Organizational crises (e.g. bad PR, competitive pressure)

Corporate strategy and tactics (e.g. market development and expansion, new product launches,
price changes, changes in customer base)

Public holidays, some of which don‘t happen on fixed dates

e Natural events (e.g. weather)

The impact of these exceptions must be factored into the forecast. This will be a manual process if you
are using a spreadsheet, but if you are using a WFM application there should be a forecast calendar
feature. Some of these drivers will have been revealed during the analysis in step 1. The rest need
constant vigilance and good collaboration with colleagues in departments such as marketing.

Choose Software as your Workforce Management System

The ability to use performance data in workforce forecasting is crucial. Manual prediction and scheduling
is time-consuming, laborious, and error-prone, and does not offer the flexibility to make real time
adjustments to meet demand. While historical volume can predict future demand, integrating
performance and productivity into the calculation can make a big difference.

Contact center forecasting is a task of great responsibility and importance. Incorrect staff scheduling has
a deep impact on customer satisfaction levels. There are several forecasting formulas and tools
available, but neither of them can give you the accuracy and simplicity of a workforce management
(WFM) solution. WFM solutions make forecasting an easy and quick process for managers and
supervisors, allowing them to assign shifts for each team member and optimize their workforce. Using
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such a solution, contact centers turn unexpected workload peaks to be less frequent and agents more
productive and effective. A WFM solution automates staffing with business variables like vacations,
availability, workload, and planned absences, gathering historical data to predict workforce demands.

You could use Excel spreadsheets to manually compile and analyze the data (who doesn‘t love a good
spreadsheet?), but there's an easier solution: automation. With a WFM system you can improve
forecasting accuracy, and free up time for important tasks like overseeing contact center or call center
operations.

For the simpler algorithms, it's possible to do forecasting with a spreadsheet. The more powerful
algorithms require a professional WFM application. So many WFM solution provider (NICE, Community
WFM, Dial pad, injixo & Inoria, for example), deploys multiple algorithms and uses artificial intelligence
to constantly select and configure the algorithm that gives the best results with your data.

[We will explore the details of WFM Software, in the Information sheet 4.4.2 Contact Center
Technology: Best Return on Investment (ROI)]

How does forecasting work in a WFM system

What impact does forecasting have?

Forecasting opens the door to the rest of the WFM process. It's only when the forecast is in place that
you can calculate the number of heads needed in each time interval and schedule your
agents accordingly. Without forecasting, scheduling is reduced to simple rostering, without regard to the
underlying demand.

No forecast is ever completely accurate and that's why the workforce management process
includes real-time management. Without a good forecast, ideally, one that is updated continuously as
new data becomes available, the job of real-time management is considerably harder. Instead of taking
infrequent, considered corrective actions, planners are constantly fire-fighting.
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Information Sheet — 2.1.3

Learning Objectives: To determine number of agents for a contact center.

CONTACT CENTER STAFFING: The Erlang Equations

Content Summary:

What is staffing calculation? Why does staffing calculation matter?
Which techniques used to calculate staffing needs?
The ABC of Erlang
How Are Contact Centers Now Using Erlangs?
Forecast contact volumes
Occupancy
Average Handling Time (AHT)
Shrinkage
Service level
Average patience
How does staffing calculation work?
What impact does staffing calculation have?

What is staffing calculation?

Staffing calculation is the process of determining the number of staff needed to handle a forecast
workload to a given grade of service. For example, when provided with a forecast volume and average
handling time of sales calls for next month in 15-minute intervals, workforce planners need to calculate
the number of agents required in each 15-minute interval to answer 80% of calls within 20 seconds.

Why does staffing calculation matter?

The result of the staffing calculation is the staffing requirement at interval level. This is the input to the
scheduling process and without it, schedule optimization isn‘t possible. Effective real-time management
is difficult if you can‘t compare actual staffing with required staffing. Staffing calculation is also used as
part of the long-term capacity planning process, informing the contact center's training and hiring
programs, along with growth plans and estimated attrition rates.

Which techniques used to calculate staffing needs?

Some contact centers rely on workforce management (WFM) software to create accurate forecasting
predictions, while others may use Erlang equations or spreadsheets to calculate staffing needs.

Erlangs are used as inputs into three key equations, which are known as the Erlang A, Erlang B and
Erlang C formulas.

These equations can all be utilized by contact centers to great effect, the most useful being the Erlang C
in enabling you to calculate how many staff you need in a contact center.

The ABC of Erlang

Three Erlang formulas were devised in the first half of the 20th century: Erlang A, Erlang B and Erlang C.

However, these formulas were not created in that order, with Erlang B being the first to be invented by a
Danish mathematician named AK Erlang. In 1917, AK Erlang followed this up by creating the Erlang C
formula, before another mathematician, named Conny Palm, then invented the Erlang A formula in 1946.
While the Erlang B formula isn‘t really used within contact center today, both Erlang C and Erlang A still
have a huge part to play in contact center workforce management (WFM).
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Why Do Erlangs Matter?

In the past, Erlangs were most used as part of the Erlang B equation.

The Erlang B equation enables you to work out how many telephone lines you need coming into a
building to support a given contact volume of calls. More to the point, the Erlang B equation would enable
you to calculate how many lines you would need to allow for queuing.

By using the Erlang B equation alongside forecast call volumes and Average Handle Time (AHT), we can
also predict how quickly on average the queue would move. This final Erlang B calculation still matters
for contact centers, while calculating the number of telephone lines is becoming less important in today‘s
digital world.

Now, most contact centers are using Erlangs for staffing calculations and predicting their abandon rate,
making it a very valuable contact center measure, as explained in more detail below.

The Erlang B Formula

Originally, the Erlang B formula was designed to work out the probability of blocking within a phone
system. So, when contact centers were first introduced, Erlang B was used to calculate how many lines
you required in a contact center to allow for queuing. Therefore, inputs into Erlang B when applied to the
contact center would include forecast call volumes and Average Handle Time (AHT) to calculate how
quickly the queue would move on average. That number would influence the number of phone lines
you‘d need.

The Erlang C Formula

The Erlang C formula, built upon the Erlang B formula, is used in the contact center to work out how
many agents you need to staff the contact center to meet a given service level. This is a formula that's
still very much used within the industry. The formula is encoded into devices known as -Erlang
Calculators —which make contact center staffing calculations easy. To do this, the Erlang Calculator
converts several calls, AHT and service level into several staff required, while modern versions also take
other metrics — such as occupancy, shrinkage, and average patience — into consideration as well.

However, to calculate average patience, you‘re also going to need a little help from Erlang A

The Erlang A Formula

The Erlang C formula, while it was very useful, didn‘t take into account the number of people who
abandon their calls before they reach an agent. Fortunately, in 1946, Swedish mathematician Conny
Palm devised an extension of the Erlang C formula, which is known as the Erlang A formula, which does
take -Abandons” into account. In fact, the A in Erlang A stands for Abandons. In creating the Erlang, A
formula, Palm used a simple, manageable way to measure abandons that combines the mathematics of
both AK Erlang and Andrey Markov.

How are Contact Centers Now Using Erlangs?

While we have earlier focused on the Erlang B formula, the modern contact center will likely concentrate
much more on the Erlang C and Erlang A formulas.

While Erlang A is good at estimating the number of abandoned calls based on average patience, it has a
tendency to underestimate the number of staff that are needed.

For example, if 50 people were to call in and the Erlang A predicts that 10 will abandon — if you just use
the Erlang A formula, you will only staff for 40 people. However, there will be some days when fewer or
more than 10 people abandon, as natural variation is a given. So, if it's a day where it's fewer than 10
people, you will likely be understaffed.
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When you are understaffed, you‘re unlikely to ever recover as you are always running behind schedule. If
you instead plan to always be a little bit ahead of the curve, you then have the ability to catch up.
Because of this, it's important not to use the Erlang A formula alone in working out how many people you
need to staff the contact center at any one time based on a service level.

So, by combining Erlang C and Erlang A, you can receive the most accurate prediction for how
many staff are needed, in accordance with your:

Forecast contact volumes
Occupancy

Average Handling Time (AHT)
Shrinkage

Service level

Average patience

Erlang Calculations-Example

To showcase how both the Erlang A and the Erlang C formula can work together, here is an example of
how our Erlang Calculator produces its staffing calculations.

With the estimated number of agents needed being based on Erlang C and the abandon rate being
based on Erlang A, we will enter the following information into the Erlang Calculator.

e Forecast contact volumes — 100 contacts

e In atime period of — 30 mins

e Average Handling Time (AHT) - 157
seconds

e Service level — 80% of calls answered in
20 seconds

e Occupancy — 85%

e Shrinkage — 30%

e Average patience — 90%

From these calculations, Erlang C is telling us that we need 17 agents in the contact center for this
30-minute period.
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How does staffing calculation work for different contact channel?

1. Multiple channels

Modern contact centers handle customer interaction via multiple channels: phone, web chat, email, etc.
There isn‘t a one-size-fits-all method of staffing calculation. The best-known method is Erlang. But Erlang
is proven for inbound calls, but it's no use for web-chat, because it doesn‘t take into account the fact that
agents can typically handle more than one chat at a time. It's no good for emails either, because emails
don‘t hang up and the goal is typically to handle them in a timescale measured in hours not seconds.

There is a different calculation method for each contact channel:

e Inbound calls: Erlang. There is a family of Erlang methods, but Erlang C is most commonly used in
contact centers. Erlang C takes into account the expected volume of calls, the expected average
handling time and the desired service level (SL). Some WFM applications enable grade of service to
be expressed as average speed of answer (ASA) or abandonment rate (ABR) as well as SL.

e Web chats: Staffing is calculated using a derivative of the Erlang C method but adapted to take into
account concurrency and context-switching overhead.

o Email, back office, social media: A linear calculation is used, based on completing the number of
contacts within a given time frame, taking into account the AHT.

e Outbound calls: Such calls are made at the discretion of the contact center, not the customer, and
multiple approaches are possible. The simplest method is a constant requirement, based on the
number of agents the planner wishes to schedule. A linear calculation based on the number of
contacts in the campaign and the desired timescale can also be used. Some WFM applications
provide a proprietary calculation that takes into account parameters such as right- and wrong-party
connect rates.

e Non-demand: Sometimes, the planner needs to create a constant staffing requirement across
opening hours, without an underlying forecast. This can happen when launching a completely new
service, or for activities with such a low or volatile number of contacts that it is impractical to try to
forecast, but the need for a certain number of agents is known. This is sometimes the case with
social media, during the early stages of handling that channel.

2. Multiple skills

Agents with more than one skill will naturally spend less time waiting for a contact they are qualified to
handle. The occupancy and utilization of multi-skilled agents will therefore tend to be higher than that of
single-skilled agents. This in turn means that the greater the extent of multi-skilling, the fewer agents are
required to handle the workload. This effect is known as pooling efficiency’. Modeling this pooling
efficiency in the forecasting, staffing and scheduling process is complex and requires algorithms that are
only available in powerful WFM applications such as injixo.

What impact does staffing calculation have?

WFM is all about matching the supply’ of agents with demand* for agents. Staffing calculation tells us
the exact demand, down to interval level. Armed with this information, the planner can tackle the next
stage in the WFM cycle: scheduling.
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Information Sheet 2.1.4

Learning Objectives: you will be able to learn: Automatic scheduling systems allow you to create and
manage an effective schedule.

CONTACT CENTER SCHEDULING: Shift Pattern and Staff Bidding

Content Summary: |

What is scheduling? Why does scheduling matter?
What Type of Shift Pattern Should You Operate?
Innovative Shift Patterns for Contact Centers

How to Get the Best from Your Shift Patterns
Shift-Planning Techniques

What is a Shift Bid? How Does Shift Bidding Work?
Pitfalls to Avoid

What impact does scheduling have?

Introduction

Contact center scheduling is a workforce management activity in which agent work schedules are
created based on a variety of factors, mainly expected contact volume and agent availability and skillset.
Good scheduling balances customer demands (volume) with efficient use of labor. It can be a
complicated balancing act - schedule too few agents and your average speed of answer (ASA) might
skyrocket; schedule too many agents and your labor costs will grow. It's a classic case of trying to satisfy
both the customer and the CFO.

Scheduling is a dynamic process, so even the best schedules are likely to change after they get
published. Agents call in sick, queues blow up, volume comes in much lower than forecast. Just another
day in the life of a contact center. All of these events may require intraday scheduling changes to ensure
you have agents in the best, most productive place at any given time, while not sitting idle.

What is scheduling?

WFM is about having the right number of people in the right places at the right times, doing the right
things. Scheduling is the part of the WFM cycle where agents are assigned to shifts and tasks so
that workload fit is maximized.

Why does scheduling matter?

In a perfect world, the supply of agents always matches the demand for agents. There would always be
exactly the right number of people needed to service customers within the desired service level.
Schedule efficiency, also known as workload fit', is a measure of the extent to which the supply’ of
agents matches the demand’ for agents. The goal is perfect coverage, i.e. zero under-staffing and zero
over-staffing at all times.

The unfortunate fact is that unless you schedule your agents properly, you'll be over- or under- staffed
most of the time. Forecasting and staffing calculation are important, but if you don‘t schedule agents to
match the calculated demand, all your effort so far was wasted.
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What Type of Shift Pattern Should You Operate?

In most contact centers, patterns and routines lead to the best productivity and consistent attendance.
These are some of the most popular. Well, as ever, it depends on your operation and the requirements
you need to meet. Shift patterns often fall into one of the examples below:

1.

Fixed shifts: - Contractually agreed working patterns where hours of works, days worked, and time
off are fixed and consistent. This may either be highly favored or highly disliked by agents,
dependent on the fixed shift being worked, for example, 8am-4pm Monday — Friday, or 2pm-10pm
Tuesday -Saturday. This pattern offers limited flexibility to the scheduler.

Flexible time: A contact center manager's worst nightmare. Agents work core hours, for example
between 10am and 3pm, but may work from 7am to 6pm and build up flexi-hours. The critical issue
here is that under many flexi-time arrangements, the choice of when to accrue and take the flexi-time
is with the agent not the operation, and this has been seen to cause many problems. Employees love
it, but managers (and customers) don‘t because it doesn‘t always work out.

Rotations:- this pattern is very common, A rota is a repeating pattern of shifts, typically used to
rotate working hours so that each employee is asked to work an equal number of popular’ and
_unpopular® shifts. For example, in a business which is open from 8am to 10pm, an employee may
have a rota consisting of 8am to 4pm in week one, 11am to 7pm in week two and 2pm to 10pm in
week three, repeating from week four onwards. fixed shifts, but employees rotate from one to the
next. It's fairer, but your employees will tend to hate it as they can‘t build consistency into their
personal lives.

Annualised Hours: Typically, the annual hours are based on a core week, with hours multiplied up
to an annual total, minus annual leave and public holidays. Popular in some contact center s, but
notoriously difficult to operate, as shift patterns can be widly different. Popular with resource
planners, it offers the most flexibility, but annualised hours can be very unpopular with staff, unless
communication and goodwill is very strong.

Banked Hours:- Like flexi-time, but the control is much more balanced between the operation and
the agent. Time can be worked over and above the contractual commitment and can be -banked”
and taken later.

Such a strategy not only enhances agent advocacy but it improves peak management, limits overtime
costs, and lowers the cost of temporary resources. However, such an initiative should come with rules
attached, as some agents may end up with lots of time accrued, which they could choose to take off
during periods with traditionally high contact volumes.

There are several other shift types in use today, but most will consist of elements of the above,
and be adapted for part time, flexibility, and demand requirements.

6.

Part-Time Shifts: Part-time shifts can give a great deal of flexibility in the schedule. They can
also provide extra flexibility for key members of staff. Some of the most popular part-time
shifts include:

Student shifts (typically evenings and weekends) so that the student can attend lectures

The part-time mother (typically working from 9.30 — 14.00) allowing a mother to work while the kids
are at school.

The late riser.

Reserve Working: Reserve workers are a pool of agents not looking for regular work, but who are
happy to come in during busy periods such as at Eid/Christmas or to provide holiday
cover. Dependent upon circumstances, the hourly rate is often better than for part-time or permanent
staff. This is a similar system to the way that most schools operate with supply teachers.

Homeworkers: Homeworking is becoming an increasingly useful tool. There are lots of benefits to it
and one of the key benefits it brings — just like NHS Direct have done — is to allow people to do a two-
or three-hour shift from home. If agents don‘t have to travel to work, then you can design shorter
shifts or fill particular gaps which you find hard to recruit for at a physical center.
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Innovative Shift Patterns for Contact Centers

Many contact centers are shifting away from the traditional shift patterns to improve customer service
and increase productivity. Now, they are implementing several innovative shift patterns to better meet
forecasted demand and employee preferences. Here are five excellent examples.

1. Split Shift:

A split shift divides the workday into two or more sections. The gap in between is longer than an hour-
long lunch break, allowing employees more time to enjoy hobbies, complete tasks like picking up their
children from school or simply relax.

Indeed, most operations experience a lull in contact volumes in the middle of the day. So, implementing
split shifts with a three-hour break from 11am to 2pm is standard practice.

Planners must schedule split shifts in advance; a request for an extended break does not count. After all,
WFM teams often implement split shifts to ensure most employees handle contacts during peak periods,
which requires meticulous planning.

The pandemic fueled this growth in split shifts, as they are convenient for remote agents. However, it is
often not the best shift pattern for in-office teams. Why? Because it is not ideal for most employees to
travel to work twice a day.

2. Micro Shifts

Like split shifts, micro shifts are an excellent option for remote agents. These shifts can last as little as
two hours or perhaps even 30 minutes and are ideal for contact centers that experience high contact
volumes at particular points in the day.

These shifts are particularly beneficial for contact centers that hire college students, as they will likely
have a couple of hours free in between lectures and seminars to log on.

Offering these shifts also helps gain more hours from the team. For example, some part-timers might
enjoy doing one or two extra hours every week, as long as they can fit it around their schedule. Given the
current cost of living crisis, many agents will welcome such opportunities while the contact center enjoys
greater coverage.

3. Slant Shifts
Coined by leading WFM provider injixo, slant shifts offer agents the opportunity to work the conventional

40-hour week. However, hours are not split evenly between each day.

Instead, the working week compromises of ten hours of work on Monday, nine hours of work on
Tuesday, eight hours on Wednesday, seven hours on Thursday, and five hours on Friday.

Such a shift pattern is ideal in operations where contact volumes drop as the week progresses. Also,
many agents appreciate such a schedule as it allows them to enjoy a more relaxed end to the week.

4. Casual Shifts

Many contact centers have a base of casual workers on zero-hour contracts to whom they offer shifts
when low on staff. With a WFM system, these agents may instead view the schedule and create their
own schedules.

Enterprise labor services like Shiftsmart help businesses accrue such a workforce. Their solutions are
ideal for many companies that suffer from continuous understaffing, supplying the casual workers to plug
schedule gaps.

How to Get the Best from Your Shift Patterns

You won't get the luxury of working out the shift patterns from a blank sheet of paper, but what would you
want to consider / include if you could? Do not sit in a room and design it — engage with the agents,
operations and recruitment people in the business. Open a dialogue about what they need.
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Draft and regularly review a set of principles to work to when designing a shift pattern. Get as much
input as you can and see it as an ongoing process every six months.

Be flexible with your intra-day planning. All kinds of factors can change intra-day volumes, such as news
events, competitor reaction, local incidents, etc. You need a process in place that allows for schedule
changes to items such as: breaks and lunches, cancelling or rescheduling off-line activity or the offering
of short-notice leave or overtime, as late in the planning cycle as possible.

Shift-Planning Techniques

What a Workforce Management Scheduler Can Do

Yet, most importantly, we need to start thinking of shift planning as a key engagement opportunity and
adding in flexibility. This is because while these flexibility levers may not attract people to the job, unless
it's homeworking of course, they will be invaluable in keeping them there.

Much of this comes down to the technology in the future and the problem-solving ability of our
schedulers, assessing what we can do instead of reverting to the typical 40 hours a week, with agent
working eight hours on each day.

Here are nine techniques for WFM Schedulers to follow, in the hope of improving WFM processes.
5. Identify Employee Strengths

Your contact center employees have a range of strengths. You likely have some high performers and
some low performers. Some of your agents move through calls with shocking speed, while others are
known for empathy and high customer satisfaction scores.

It is smart to identify these strengths. There are countless times when you will need to decide between
two employees for one slot, and matching strengths to customer needs means first knowing what those
strengths are.

How to Get the Best from Your Shift Patterns

You won‘t get the luxury of working out the shift patterns from a blank sheet of paper, but what would you
want to consider / include if you could? Don't sit in a room and design it — engage with the agents,
operations and recruitment people in the business. Open a dialogue about what they need.

Draft and regularly review a set of principles to work to when designing a shift pattern. Get as much
input as you can and see it as an ongoing process every six months.

Be flexible with your intra-day planning. All kinds of factors can change intra-day volumes, such as news
events, competitor reaction, local incidents, etc. You need a process in place that allows for schedule
changes to items such as: breaks and lunches, cancelling or rescheduling off-line activity or the offering
of short-notice leave or overtime, as late in the planning cycle as possible.

3-Optimized scheduling:

A scheduling method that aims to consistently minimize under- and over-staffing by matching the number
of scheduled agents with the number of agents required, as closely as possible. This entails selecting the
optimum start times, finish times and (optionally) break times, for all employees. Optimized scheduling
maximizes schedule efficiency. It enables the consistent achievement of service level goals, while also
minimizing employment costs and avoiding agent stress and burnout.

Scheduling is an art, as well as a science. Only optimized scheduling unlocks the full potential of WFM,
but it is easier said than done.
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Optimized scheduling: the challenge
Schedule optimization is not a trivial task. Let's look at some scenarios.

Scenario 1 (simplified)

Scheduling 25 employees for 5 days

1 activity

Possible starting times for employees: 8:00, 9:00 or 10:00
With shifts of equal duration

That is 3% or about 847 billion possible schedules. That's about 100 times the size of the Earth's entire
population. Or twice the number of stars in the Milky Way galaxy.

Scenario 2 (enhanced flexibility)

Scheduling 25 employees for 5 days

1 activity

Possible starting times for employees: Between 8:00 and 10:00 in 15-minute intervals
Employees can work 4, 5, 6, 7 or 8 hours

That is 45% possible schedules, i.e. a number with 41 digits. For comparison, the number of atoms in a
typical human body has 27 digits.

Scenario 3 (realistic)

Scheduling 100 employees for 5 days

10 different activities (including breaks)

Starting times for employees are at 15-minute intervals between 8:00 and 16:00
The length of shifts varies between 4 and 8 hours in 15-minute intervals

Each employee can perform 5 different activities per day

That is 33,126,489'* possible schedules. That's an almost unimaginably large solution space’ and
finding the optimum is like finding a needle in a haystack’. But the challenge doesn't end there.

Agents must be scheduled for activities for which they have the necessary skills. Multi-skilled agents may
be scheduled to perform different activities at different times; this is known as block scheduling'.
Alternatively, agents may be scheduled on a blended basis, as described below

4- Multi-skill blended scheduling

As explained in multi-skill staffing calculation, employees with more than one skill will naturally spend
less time waiting for work that they are qualified to handle. The greater the extent of multi-skilling, the
fewer employees are required to handle the workload. This effect is known as pooling efficiency. To
unlock the pooling efficiency of multi-skilled agents in a contact center, three components are required:

1. A communications platform that routes contacts to agents in real-time according to specified
rules. A typical automatic call distributor (ACD) is configured to route each incoming call to the
available agent with the required skill who has been idle longest

2. Blended schedules, in which agents are scheduled to be present to handle any contact for which
they have the necessary skills

3. A scheduling method that generates optimized schedules, taking into account all the constraints
and the multi-skill pooling efficiency. This is extremely complex and requires algorithms that are
only available in powerful WFM applications
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5- Shift bidding

It is possible to allow agents to state their preferences or bid* for shifts by breaking down the process of
optimized scheduling into four steps:

1. Create schedules that are aligned with demand but are not yet assigned to agents.

2. Give agents the opportunity to state their preferences within the offered shifts, or bid‘ for shifts
3. Allocate agents to shifts, respecting their bids as far as possible B

4. Allocate the remaining shifts to agents, while respecting the constraints

The goal of shift bidding is to combine optimization with agent engagement. It does however have some
downsides. It requires much more effort by the planner. Three-stage optimization typically results in
slightly inferior workload fit to that which one-stage optimization achieves. Agents need to be educated
about how the bidding process works, to avoid the perception of lack of fairness. For example, if 10
agents bid for an attractive shift of which 5 are available, how are the winners® and losers’ selected?
Realistically, shift bidding is not possible without professional WFM software.

Shift bidding: a popular method that reduces manual work and increases employee happiness.

One newer approach to contact center scheduling is called shift bidding. This system can be powerful,
reducing manual work and increasing morale — as long as you implement it right and have the
appropriate tools to do so.

Contact Center Shift Bidding

Contact Center shift bidding is a somewhat newer approach to implementing a contact center shift
schedule, and it has much to offer to contact center leadership and workers alike. If you‘re wondering
what shift bidding is for contact centers, here‘s what you need to know.

What is a Shift Bid?

A shift bid is an indication from an employee that the employee is interested in working a specific open
shift. Within a shift bidding system, all employees can indicate their preferences for upcoming available
shifts.

While not every employee will get their preference every single time, most employees get their ideal
choice more often than without shift bids. And that leads to increased employee satisfaction, not to
mention better attendance and lower no-shows.

How Does Shift Bidding Work?

A ftraditional Contact Center shift schedule is straightforward but exceptionally manual. Workers are
assigned to specific shifts or slots. These can be a consistent schedule, such as weekday first shift, or
they can be manually assigned according to factors such as contact Center shift patterns or anticipated
fluctuations in call volume.

Shift bidding doesn‘t work that way. With shift bidding, your scheduling team determines how many of
each position will be needed for the various shifts and slots covering the next period—but they don't
assign those shifts to employees yet. Next, each employee indicates their preference for shifts during an
upcoming period (this is the -bid” in —sift bidding”).

Next, contact Center software fills shifts with employees according to the rules you establish. These rules
can be based on seniority, work performance, or whatever else you establish. If desired, leaders can
manually fine-tune scheduling results before they‘re finalized.

Benefits of Shift Bidding

Shift bidding creates numerous benefits, both for your contact Center leadership and for your employees.

¢ Increased autonomy: employees love having some say in when they work.
¢ Increased job satisfaction: increased autonomy leads to higher levels of job satisfaction.
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e Less manual work: Schedulers and contact Center leaders save tons of time because they no
longer have to build schedules manually, deciding shift by shift who will work when and factoring in
dozens of time off requests.

o Fewer individual requests: Letting people indicate their preferred work times allow them to deselect
times that conflict with life events (doctor's appointments, childcare, etc.), lowering the number of
individual schedule change requests that come in.

6- Breaks, lunches, and meetings

It is good practice to schedule breaks during the working day. Letting agents choose their own break
times is empowering, but it does have potential drawbacks. If every agent went on break at the same
time, service level and customer experience would be terrible.

Introducing optimized break and lunch times has a significant positive impact on workload fit, even in
contact centers where agents are working on fixed rosters or simple rotas. By the same token, workload
fit benefits from the optimized scheduling of meetings, training sessions, and 1:1s.

7- Combination

In a perfect world, every agent would be fully multi-skilled and be willing to work any shift assigned to
them. In the real world, staff turnover means that universal multi-skilling can never be achieved. And it's
rare to find a contact center with no agents working on legacy fixed-hours contracts. The good news is
that even if just a subset of your employees can be optimized, there will be a disproportionate
improvement in efficiency. Employing a _mix and match’ of fixed shifts, rotas and optimized scheduling is
a smart and practical move.

8-_V\hat if scenarios

Many systems also have a simulation facility so you can see what effect introducing a new shift pattern
will have on productivity.

Using what-if scenarios to see how spikes/lulls, crises or outages could impact customer support and
agent performance can help you prepare and forecast across channels.

This means that you can better predict how many contact center agents you will need to schedule in
advance no matter what the scenario. With this information you can create alerts and trigger workflows
based on KPI thresholds such as schedule adherence, shrinkage, and service level.

Efficient shift planning is critical to the success of any contact center. Don‘t make your managers/team
leaders figure out how to optimize contact center scheduling alone.

By providing your contact center Team Leaders and managers with the insights and training they need,
you can ensure they have the right call center agents working exactly when they‘re needed most.

9. Shift swaps

If an employee asks to change a shift, a scheduler can suggest a suitable replacement, or the system
can allow employees to arrange their own swaps.

Shift-swapping is a stalwart initiative to safeguard agent satisfaction. However, shift-swap requests soak
up far too much of the planning team’‘s time — especially in large operations. As such, governance is
necessary to restrict post-schedule publication requests for only the most critical reasons. For requests of
lesser immediate importance, direct advisors to automated shift self-service tools.

Choose an app — compatible across iOS and Android devices — that offers agents complete visibility and
more control over their schedules. It also allows agents to set preferences, bid for time off, and choose
their breaks — alongside making shift-swap requests. All this removes email, increases efficiency and
streamlines scheduling.
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However, in terms of last-minute, in-person shift-swap requests, balance service levels with fairness. A
_computer says no‘ policy can damage agent relationships. Remember, agents are real people with real
lives.

Scheduling Is Not as Simple as It May Seem at First Glance

The enlightened enterprise takes agent preferences and skill sets into account when scheduling. The
-standard agent” approach to solving resource issues (i.e. treating one agent the same as any other) will
cause problems with both agent satisfaction and customer service levels.

Most companies using advanced workforce management software will have between six and nine skill-
sets to work with, although a few contact centers use as many as 50.

Yet the business‘s needs must come first, so a scheduler will have to find the best way to match the
company's requirements with those of its employees.

This can get particularly complicated in a multimedia environment which usually has agents with multiple
media handling skills (e.g. voice, email, text chat, etc.) and multiple business abilities (e.g. sales, service,
product knowledge, languages, etc.).

Businesses must look for a solution which does not over-simplify the scheduling process, yet retains
usability and the flexibility to make changes.

Solutions that allow agents to request and alter their own schedules (for example, around holidays) are
becoming increasingly sought-after, as they have also been proven to strengthen agent morale.
Making sure that your scheduling suits both your staff and your business brings a number of benefits:

o Enhanced efficiency and lower costs through consistent and timely planning based on business
needs

e Greater customer satisfaction as a result of improved service

e Automation of administration, freeing managers and planners to do what they do best

¢ Automatic monitoring

Why Choose Workforce Management for Contact Center Shifts?

Shift bidding can be a net win for your workforce and your management team, but by itself, it doesn‘t
completely solve the problem of manually scheduling who works when. Shift bidding alone tells you who
wants to work when, but a manager or shift leader must still make the call for who does work when.
There's also the issue of setting contact Center shift patterns to create a contact center shift schedule
that meets the company‘s needs — something that can involve a lot of guesswork and plenty of errors if
done manually. Contact Intradiem to learn more today.

Ensuring that staff schedules remain in line with business needs is vital to success, but juggling
scheduling rules, contracts, shift patterns, flexible working hours and ever-changing requirements
presents a huge challenge if you manage them manually.

Automatic scheduling systems allow you to create and manage an effective schedule by taking into
account your business requirements, your employees‘ needs and your scheduling rules.

Schedule Pitfalls to Avoid

You need to be seen to be fair to everyone but also to have some flexibility when needed. There is
something wrong with the management culture if you can‘t recognize and act upon individual issues or
areas that are proving to be a problem. The seemingly obvious, but vital rules are as follows:

1. Don't put an early after a late
2. Don‘t put a certain shift down after time off
3. Give agents consecutive days off whenever you can.

Don‘t set the parameters for the shift patterns in the software solely to what the business needs. Make
sure you have added the above rules as a minimum. Breaks need to be looked at and be realistic — not
half an hour after the agent has arrived!
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Constraints
To build a viable schedule, planners need to take into consideration all the relevant constraints, including:

e The working times specified in agents‘ employment contracts

e Labor laws, e.g. minimum time off between shifts, maximum working hours

e Agent availability or preferences - if this is part of your agent engagement strategy -
see Employee Engagement

What impact does scheduling have?

Scheduling is where most of the magic of WFM happens: It's the part of the WFM cycle where agents are
assigned to shifts and tasks so that the right number of people are in the right places at the right times,
doing the right things. Scheduling is not a trivial task. The number of permutations and the complexity of
the constraints mean that building optimized schedules is practically impossible without professional
software. But without effective and efficient scheduling, the goals of WEM cannot be achieved.
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Information Sheet 2.1.5

Learning Objectives: you will be able to learn real-time monitoring routines are essential for running an
efficient and effective operation for contact center management.

CONTACT CENTER INTRADAY MANAGEMENT: Real-time Monitoring

Content Summary:

What is Intraday management or _eal-time management‘?

How does real-time management work?

Proactive versus reactive real-time management

A Routine Day in the Contact Center-The Three Improvements by Team Leaders
I. Develop an —Uplanned Routine”
[I. Implement an Open-Door Routine
[ll. Create a Control and Monitoring Routine

What impact does real-time management have?

What is intraday management or _keal-time management*?

Intraday management, also known as real-time management, is a process of managing and optimizing
the operations of a business in real-time to ensure that service level targets are met or exceeded. This
process is used primarily in contact centers, help desks, and other customer service operations where
incoming customer requests are handled by agents.

Intraday management involves monitoring and adjusting key performance indicators (KPIs) such as call
volume, agent occupancy, and average handle time (AHT) throughout the day to ensure that service
level targets are met. This can involve making real-time decisions about staffing levels, scheduling
breaks, and reassigning agents to different tasks or queues to ensure that customer requests are
handled in a timely manner.

Effective intraday management can help businesses improve customer satisfaction by reducing wait
times and improving first call resolution rates. It can also help businesses optimize their staffing levels
and reduce operating costs by ensuring that agents are utilized efficiently throughout the day.

Why does real-time management matter?

Contact center intraday management sometimes called real-time management’, is the process of
monitoring how actual performance compares on the day with planned performance, then taking swift
corrective action. Real-time management is important for several reasons:

Meeting customer expectations: In today's fast-paced world, customers expect quick and efficient
service. Real-time management helps businesses meet customer expectations by ensuring that incoming
customer requests are handled promptly and efficiently.

Maximizing agent productivity: Real-time management allows businesses to optimize their staffing
levels and ensure that agents are utilized efficiently throughout the day. This can help businesses reduce
their operating costs while still providing excellent customer service.

Improving operational efficiency: By monitoring key performance indicators (KPIs) in real-time,
businesses can quickly identify and address operational issues before they become major problems. This
can help businesses improve their overall efficiency and reduce downtime.

Increasing revenue: Real-time management can help businesses increase their revenue by improving
customer satisfaction and retention. Satisfied customers are more likely to become repeat customers and
recommend the business to others.

CBLM — Advanced Customer Service (ACS) (Student Guide).
October 2022 Skills for Employment Investment Programme (SEIP) Page 118 of 411


https://www.linkedin.com/shareArticle?url=https%3A%2F%2Fwww.callcentrehelper.com%2Fstrategies-increase-staff-motivation-contact-centre-145414.htm&title=7+Simple+Strategies+to+Increase+Staff+Motivation+In+the+Contact+Centre&summary=7+Simple+Strategies+to+Increase+Staff+Motivation+In+the+Contact+Centre
https://www.linkedin.com/shareArticle?url=https%3A%2F%2Fwww.callcentrehelper.com%2Fstrategies-increase-staff-motivation-contact-centre-145414.htm&title=7+Simple+Strategies+to+Increase+Staff+Motivation+In+the+Contact+Centre&summary=7+Simple+Strategies+to+Increase+Staff+Motivation+In+the+Contact+Centre

Meeting service level targets: Real-time management is essential for meeting service level targets,
such as answering a certain percentage of calls within a specific time frame. By monitoring KPlIs in real-
time and making adjustments as needed, businesses can ensure that they meet or exceed their service
level targets.

In summary, real-time management is important because it helps businesses provide excellent customer
service, increase efficiency, reduce operating costs, and ultimately, increase revenue.

Even if you have invested enormous effort in building accurate forecasts and efficient schedules, one
thing is for sure: It won‘t go 100% according to plan when the day arrives. -No plan survives contact with
the enemy” is a military axiom that could have been coined for contact center planning.

How does real-time management work?

Intraday managers are responsible for monitoring key performance indicators (KPIs) on the day. They
then take appropriate action when one or more KPIs deviate from the target by more than a threshold
value. They are also typically responsible for managing shrinkage events‘ such as time off and meetings
in order to minimize the impact of these events on KPI achievement.

The following KPlIs are typically monitored:

1. Forecast accuracy (i.e. by what amount actual volume and AHT deviate from the forecast)

2. Customer experience metrics (e.g. service level, average speed of answer, abandonment rate or
response time)

3. Waiting time metrics (e.g. the number of calls in queue and measures of whether this is
increasing or decreasing over time)

4. Coverage (i.e. by what amount the operation is under or over staffed compared to plan.
Understaffing is typically the result of agent absence due to sickness or other shrinkage events)

5. Agent schedule adherence (i.e. the extent to which agents are complying with their schedules)

If KPIs are above target and more agents are present than are required to handle the workload, possible
intraday corrective actions include:

o Offer to temporarily allocate under-utilized agents to other departments of the company and
reschedule them as necessary

e Schedule training and development. On-demand e-learning is perfect for this

e Offer time off on short notice

If KPls are below target and the service goals are not being met, possible intraday corrective actions
include:

Request backup staff from other departments of the company.

Temporarily suspend cross-selling or up-selling to reduce AHT

Reschedule training and other controllable shrinkage

Ask team leaders and managers to log in as agents

Extend existing shifts by offering overtime. Overtime has a bad reputation but is not necessarily a
bad thing

Agent schedule adherence

Managing agent schedule adherence is a vital component of real-time management If agents show up
late, spend too long on breaks, perform the wrong activities at the wrong times, or go home early, all the
other KPIs will suffer.

Adherence is just as important during periods of over-performance as it is during periods of under-
performance. Agents who at first glance appear to be over-delivering can damage performance, too.
Consider an agent who delayed their break to finish an important call. They went on break 15 minutes
late and returned 15 minutes late. During that 15-minute period, as forecast, volume was high and
because one agent was missing, the service level goal was missed. This effect is called the power of
one. Of course, it's a bad idea for agents to cut short customer contacts to take a break at exactly the
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correct time, but it is important that agents have a clear understanding of the consequences of their
absence, even for a short period of time.

The good news is that, unlike the other challenges faced by the intraday management team, adherence
can be controlled. It requires suitable tools, fed with data in real-time, but improving adherence is one of
the most powerful tools in the real-time manager‘s toolkit.

Proactive versus reactive real-time management

Real-time management should not be confused with firefighting. It should not be characterized by panic
or chaos. Well-managed contact centers have a planning culture, not a reactive culture, and this applies
to real-time management as much as it applies to the other parts of the WFM cycle.

An effective real-time manager has a well-defined plan covering:

e The thresholds for KPIs, beyond which action is triggered

e A pre-agreed escalation plan

o The list of corrective actions that will be taken, in priority order

e How changes will be communicated to agents and managers

e Action that will be taken afterward, e.g. finding the root cause of the incident and implementing
changes to prevent it from happening again

A Routine Day in the Contact Center

Contact center management routines are essential for running an efficient and effective operation. Yet,
for most of you, a routine is a distant hope. When contact center managers get up for work every
morning, they supposedly know what their day is going to looks like. In practice, however, there are
always surprises.

The statement -a routine day in the contact center’ usually reflects a day on which everything
happens, including unexpected events that you suddenly find out about through the customers. There
are also situations which require reconsideration of decisions, constant risk management and so forth. In
most contact centers, this is what routine looks like! If you love your job, it will likely be thanks to these
characteristics — the pressure, the energy, and the need to always keep your finger on the pulse. Yet
there will be moments when it feels too much.

The Three Improvements

Each of the following ideas is accompanied by a common sentence that you may have heard from your
team, in order to emphasize the benefit of implementing each routine. Also, remember that a routine is a
routine, so these ideas need to be implemented on a full-time basis in order for the contact center to
realize the full benefits.

I. Develop an —Unianned Routine”
[I. Implement an Open-Door Routine
lll. Create a Control and Monitoring Routine

1. Develop an —Unplaned Routine”

“¥You cannot really manage a schedule with all of these unplanned occurrences.” Is that so?!

Yes, there are many unplanned events and situations that are impossible to prepare for. Some of these
you have already experienced enough to foresee in advance, while others manage to surprise you time
and again.

When this is the case, tasks are postponed from one day to the next and there is already a pile of those
which you have forgotten about and that you need to deal with... sound familiar? So, how can you
introduce a routine that will help prepare you for the unforeseen issues? The answer is to schedule times
in your day, preferably around peak hours, to fire-fight, i.e. create an —uplanned routine”.
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How Best to Implement an -Unplanned Routine”

Implementing an unplanned routine indicates that you recognize that your schedule must be flexible
enough to be able to meet all of the management tasks. If you have not been working with an organized
schedule up to now, it is definitely time to start. And, if you have been, but you still find it hard to meet all
of the time-limited tasks, this is the routine for you.

An unplanned routine in the management of the contact center is a routine which includes fixed time-
slots in the schedule during which you do not perform any predetermined tasks, but are free to cope with
the ongoing events.

Remember, this is not time for emails, nor is it time for meetings. Instead, this is the regular time during
which most of the problems usually arise, and you, without knowing what the issue is, are ready, free and
available to provide a managerial response.

But in practice, how can you go about creating an unplanned routine?
Here are four steps that will help you do so.

¢ Step 1 — Examine when the main peak hours during the day are. Once you know this, define the
periods of time in your schedule for which you plan to fire-fight.

e Step 2 — Manage your calendar such that these hours will be blocked and you cannot be invited to a
meeting during those hours.

o Step 3 — We recommend to also talk to your direct manager (i.e. your boss) and explain that these are
times in which your presence in various meetings comes at the expense of the contact center's
operation, and therefore should be avoided as much as possible.

e Step 4 — During the time-slots which you determined, go around the contact center — be on the floor!
Things will reach you even before the fire breaks out! Give an immediate response, follow up on the
team’s functioning and make sure that the managerial team reporting to you indeed meets all of its
tasks.

In other words, make -the unplanned” a routine! In this way, you will slowly be able to reduce all these

cases which suddenly arrive and require special, complex and lengthy treatment. By doing so, you will

also make clear to the rest of the team when you are not available — meaning that you can go about your
other tasks without the risk of distraction.

2. Implement an Open-Door Routine
“Fhis is how it is, whoever shouts loudest gets attention first.” Is that so?!

We know that the natural tendency of managers at the contact centers is to seek the fire and act to
extinguish it as soon as possible. This is part of the daily reality. However, there are situations in which
the immediate response generates more harm than benefit